FINALLY, A PURPOSE-BUILT PLATFORM FOR EXECUTIVE SPONSORS

The CFO Transformation Agent

The Al-powered Executive Sponsor Platform

Purpose-built for leaders responsible for major ERP, CRM, analytics,
automation, and Agentic Al transformations.

Establish, preserve, validate, monitor, improve, and prove Sponsor Intent
throughout the Enterprise Transformation Program lifecycle.

THE CFO-TA

ALENTRA

ADVISORY
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A New Foundation for Executive Sponsor Control

The discipline, Executive Sponsor Platform, and lifecycle management capability for keeping the Transformation
Program aligned with what leadership expects.
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Why Strategy Alone Is Not Enough

Strategy establishes direction. Sponsor Intent defines what success looks like and makes leadership’s expectations
explicit, governable, validatable, traceable, and durable throughout the Enterprise Transformation Program lifecycle.

Corporate Strategy

Sets organizational direction.

2

Sponsor Intent

The Executive Sponsor-owned
expression of purpose and the
governing foundation of the
Transformation Definition.

PAOperation’s M Sponsor Intent defines
* L e Expected Outcomes ) E :
what success looks like.
Enterprise Transformation | . ®
Lot o 4 Business Intent
Program L|feCYC|e Defines what outcomes must be achieved,

Solution Selection, Contracting, what business changes are required, Business Intent, Scope Intent,
Implementation, Validation, w!1y they matter, and how achievement and Transformation Approach
Operations, and Continuous will be evaluated. J, Intent form Sponsor Intent

Improvement. N Z
Scopeintent] = I e
* 1 @ Defines what must change, what must .
remain stable, and what boundaries apply. ) Sponsor Int.ent remamns
Outcomes = = = . the governing reference‘
Achieve intended business Dra:‘ns ?‘rma'ltlzn hpproact t:tent throughout the Enterprise
outcomes and sustained Trir::fe:rm:zo:a!’rirgsralr’:\ :zFI’:ecgsove?ned, TranSformation Program
operational value. implemented, validated, transitioned into lifecycle.
operations, and continuously improved. v/ e =/

Sponsor Intent Is the
Governing Foundation

Sponsor Intent influences:
e Solution Selection

e SOW Scope

e Commercial Commitments
e Accountability

¢ Implementation Decisions

N
The Missing Governance
Layer In Most Transformations

O S

Corporate Strategy
establishes direction.

The CFO-TA helps Executive Sponsors establish, preserve, validate, monitor,
improve, and prove Sponsor Intent throughout the Enterprise Transformation

Program lifecycle.

© 2026 Alentra Advisory LLC. All rights reserved.
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Every major participant in an Enterprise Transformation Program has platforms, tools, and methodologies designed
around their responsibilities. Until The CFO-TA, the Executive Sponsor did not.

EXISTING TRANSFORMATION ECOSYSTEM

Purpose-built platforms already support the organizations
responsible for solution delivery, governance, and operations.

SOFTWARE VENDORS

* Product platforms

« Configuration tools

* Product roadmaps

* Technical methodologies

IMPLEMENTATION PARTNERS
* Delivery methodologies

* Requirements tools

* Program controls

* Implementation accelerators

PROGRAM AND GOVERNANCE TEAMS

* Portfolio management
* Work management

“—>

Approved Sponsor
Intent, governed
decisions, controlled
participation,
validation findings,
and Outcome

THE MISSING PLATFORM

EXECUTIVE SPONSORS

Executive Sponsors remained
accountable for:

¢ Transformation investments
¢ Intended business outcomes
e Major decisions

e Commercial commitments

THE CFO-TA

The Al-powered Executive Sponsor Platform

.
A platform 5
purpose-built
for the
Executive
Sponsor

Purpose-built to help Executive Sponsors:

Define Business Intent

Define Scope Intent

Define Transformation Approach Intent
Establish and govern Sponsor Intent
Preserve alignment with execution

Govern consequential decisions

Validate against Sponsor-approved standards

Determine whether intended outcomes
were achieved

SPONSOR INTENT )

 Risk and compliance Evidence * Scope boundaries ‘
* Architecture and testing platforms il
\( 2 * Accountability Business Scope Transformation
OPERATING TEAMS ¢ Outcome determination Intent Intent Approach Intent
* ERP, CRM, and analytics 5
* Workflows and automation Without a platform The Executive S d ion of
« Operational controls o . e Executive Sponsor-owned expression of purpose
o Al?enabled operations purpose buflt_f‘o_r their and the governing foundation of the Transformation Definition
A St ———— responsibilities
Purpose-built systems for execution and operations
e
| EXECUTION GOVERNANCE INTENT GOVERNANCE
@ z The CFO-TA preserves the
@ Governs Behavior — Governs Purpose

How work is performed and how systems operate

governing relationship between them.

‘

What success looks like and what must remain true

PURPOSE-BUILT
SPONSOR CAPABILITY

Executive Sponsors gain a platform

designed around their responsibilities.

EXECUTIVE SPONSOR
Defines, approves, and
governs Sponsor Intent.

DECISIONS

— By

SEGREGATION OF DUTIES PRESERVES INDEPENDENCE

OPERATING TEAMS
Sustain approved changes
and contribute operational

DELIVERY ORGANIZATIONS
Design and implement the

solution.

STRONGER INVESTMENT

Solution Selection, SOW scope,
assumptions, and commercial

commitments remain connected
to Sponsor Intent.

© 2026 Alentra Advisory LLC. All rights reserved.
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context and evidence.

REDUCED AVOIDABLE COST
Earlier clarity reduces rework,
change orders, scope expansion,
and operating inefficiency.

The same parties should not define success, deliver the solution, and determine whether success was achieved.

0]

PRESERVED SPONSOR
AUTHORITY

Consequential decisions, material
changes, validation standards, and
outcome determination remain
governed.

i)

TRACEABLE OU
EVIDENCE
Validation findings and Outcome
Evidence remain connected to
approved Sponsor Intent.

VALIDATION PARTICIPANTS
Evaluate execution and outcomes
against Sponsor-approved
standards.

ME
The Executi

the loop.

ive

Sponsor governs



The CFO Transformation Agent (CFO-TA)
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The CFO-TA is the Al-powered Executive Sponsor Platform. It helps Executive Sponsors lead their three
Sponsor-owned responsibilities: Business Intent, Scope Intent, and Transformation Approach Intent. Together, these
form Sponsor Intent, the Executive Sponsor-owned expression of purpose and the governing foundation of the

Transformation Definition.

+ Lead Sponsor-owned * Define Business Intent
responsibilities

* Retain authority over
major decisions + Define Transformation

+ Govern expected Approach Intent
outcomes

« Define Scope Intent

o Built for O’ Establish
B Executive Sponsors ( ’ Sponsor Intent

Govern Purpose 5 Validate
and Execution . Outcomes

+ Preserve approved + Define Conditions
Sponsor Intent of Success

+ Govern consequential + Establish validation
decisions requirements

. Malntam alignment
3

Evaluate Outcome
the lifecycl Evid.

The CFO-TA Creates the Governing Bridge Between Sponsor Intent and Execution
The Executive Sponsor defines and governs what success looks like. Delivery organizations execute
against that definition. Outcomes are validated against Sponsor-approved standards.

The CFO-TA
The Executive

Reduce Why It Matters
@ Avoidable Cost

Executive Sponsors remain
accountable for investments,

Improve Solution
Selection major decisions, commercial
Strengthen SOW scope commitments, and expected
outcomes.
* Reduce rework and

change orders

Intent Governance
governs purpose.

Execution Governance
governs behavior.

Q@ & © Be

Enterpnse Transformation I o 2
5 Program Lifecycle | l l Effective Ent.erpnse
Corporate Sponsor Platform * Business Intent Transformation Programs
Strategy + Scope Intent + Solution Selection Vahdatlon Outcomes require both.
« Transformation ¥ l(:ontmm"cung
+ Implementation
fpprosch lafent . Operanons The same parties should
h 4 000 not define success, deliver
& the solution, and determine
Sponsor Intent remains the governing reference throughout the lifecycle. J /
whether success was
The CFO-TA continuously governs the relationship between Sponsor Intent and execution achieved.
throughout the Enterprise Transformation Program lifecycle.

~— Sponsor Intent Lifecycle Management —

The Executive Sponsor

1\
v governs the loop.

@ Prove

I A%
Demonstrate intended

« Preserve governance
records
Maintain evidence

/ \
. Establish ‘ Preserve Validate ‘ ‘ Q Monitor -/l.l}l' Improve
+ Define Sponsor Intent « Maintain approved « Exeoute Sponsor Intefit + Review lifecycle™ « Refine Sponsor Intent
+ Develop Sponsor intent Validation Plans alignment o
Intent Assets + Protect meaning b2 Apply Sponsor Intent « Evaluate evidence assets
o Establish decision and rationale | Test Cases + Identify material dnﬁ « Improve validation
boundaries + Maintain traceability + Review Outcome + Escalate i
+ Define Conditions + Govern material Evidence ‘ decisions 3
of Success changes | = Record validation learning
findings
A3 & = SN — AN
N
The Governed Artifact Chain What The CFO-TA Produces

monitor, improve, and prove Sponsor Intent thr

© 2026 Alentra Advisory LLC. All rights reserved.

« Sponsor-grade deliverables
Sponsor Approval Packages
Governed Sponsor Intent Assets
Sponsor Intent Validation Plans
Sponsor Intent Test Cases
Outcome Evidence structures
Governance outputs

Persistent governance assets
Leadership Signals (Micro-Videos)

Support Sponsor
determination

RS

How Participation Is Governed

@ Governance Participants Create, modiy, review, approve, AUTHORING
jovern Sponsor Intent. & GOVERNANCE
289  Contributor Participants Provide evidence, operational ATHORYY
-~ __input, and business context. ——
View and search approved
@ Reference Participants Sponsor Intent outputs.
& b : P Receive controlled access to ACCESS
w L o . approved outputs and

governed artifacts.

ve Sponsor who defines and
nd the stakeholders

ish, p
out the Enterprise Transformation Program lifecycle




Why Enterprise Transformation Programs Under-Deliver ALENTRA
and Overrun Budgets AOVIORY

The same structural breakdowns repeatedly disconnect implementation execution from what leadership intended
to achieve.

N
TRANSFORMATION 000 2N\ — /.\ A
VARIABLES g N = e anill
PEOPLE & VENDORS & PROCESSES & DATA & CHANGE & FINANCIAL & EXTERNAL &
! Many factors ORGANIZATION PARTNERS OPERATING MODEL TECHNOLOGY ADOPTION RESOURCE FACTORS | MARKET FACTORS
influence OUtCOI'r\eS. Leadership, roles, Capabilities, Ways of working, Data quality, Adoption, Funding, prioritization, Regulation, economic
These are outside accountability, delivery quality, standardization, systems, integration, communication, competing conditions, industry
our control. readiness alignment maturity complexity user alignment demand dynamics
¥ A4 A4 v ¥ \ v -

These variables affect outcomes, but they do not ensure strategic intent bnieceines durable Sponsor Intent, or that Business Intent,
Scope Intent, and Transformation Approach Intent are defined, preserved, validated, and governed.

N
I O r 1 | O (3 o 0= |0 o
BREAKDOWN I —
2V} —
PATTERNS L =
- Tm— Scope Is Less Transformation Strategic Intent Is Not Execution Begins Before Bikiness likarit Alignment Is Assumed Exscition Rellés on
Defined Than Approach Is Assumed Translated Into Durable Critical Questions Caiiriot Be Provéss Rather Than Validated Limited Sponsor and
observable 2
. i It Appears Rather Than Defined Business Intent Are Resolved Team Experience
JALL S. 3 s o s P s rx * Requirements can pass
o Interfaces are o Lift-and-shift, dardi . gic obj are known, . * No independent, objective ith RS ted .S
The underlying i pletely analyzed design, and transformation but business meaning is not * ?wpe amblg\:llty sobery validation of intent Wihout proving In onp:r:’srotr:oma’:a‘r:rn oy
cause is Sponsor Legacy constraints N ek o At pa—— transformations
. are . < S Z
: o ® Sponsors and partners may * Decision boundaries, accountability, | © Approach ambiguity enters &b sepmuo",?’d‘m‘s *:Dasigns and testing w 5
Intent that is not not fully known S T Ry 5 e : between definition and appear acceptable without ® Partners bring repeatable
durable enough to o Modifications and data change vemain implicit . o validation intent validation delivery patterns
survive the trans- conversion complexity o Effort, staffing, workshops, | e Conditions of Success are not * Business Intent ambiguity |, peyiews are subjective * Users may still say, * Critical outcomes rely on
formation lifecycle. are underestimated and schedules expand expressed in a governed form oncers kmplementation and self-validated “That is not exactly what interpretation, not
capable of surviving execution | had in mind” governed expertise )
( N
> AI & AUTOMATION Automation executes Unresolved ambiguity } Misalignment scales Governance gaps
@ AMPLIFY AMBIGUITY at machine speed propagates instantly - II before detection be:lome operational
reality
e more automation introduced into a transformation, the faster ambiguity, misalignment, and interpretation errors spread across operations.
L Th t t troduced into a t T t the fast bigu lig t, and interpretati pread perat 4
7= N =
Most transformation programs do not break down because . . . : R X
strategy is unclear. They break down because strategic intent Every party at the table has a financial interest in
never becomes durable Sponsor Intent. the transformation. Not one of them is independently
When Sponsor Intent cannot survive implementation, operations, accountable for preserving the outcome the Sponsor
organizational change, and Al-enabled execution, alignment erodes specifically authorized.
and the seven breakdown patterns emerge. i e,
AN £/
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Al Cannot Discover Your Intent.
It Can Only Discover Your Drift.

ALENTRA

Process mining, Al, and behavioral inference can identify what happened. Only leadership can define what must

remain true, what success looks like, and which boundaries apply.

WHAT Al ACTUALLY SEES i A
Al, process mining, and behavioral inference A
observe historical and operational behavior.
v THE DANGEROUS
Enterprise Al Can ldentify SHORTCUT
fenleg e Historical behavior Historical and
Operational Behavior
@ 9 e Workarounds i
i G B Local interpretations Al Inference
@ "" o ° Default configurations 1,
© . Legacy thresholds “Sponsor Intent”
® ¢ Accumulated exceptions
eeoe * Process drift
You are not discovering
Al identifies behavior and patterns. Sponsor Intent.
You are formalizing observed
WHAT HAPPENED behavior and accumulated drift.
A =/ T L
; —— THE CORRECT SEQUENCE
o OBSERVE TO UNDERSTAND q e AUTHOR AND GOVERN INTENT
Process mining and Al identify * = The Executive Sponsor defines and
actual behavior, patterns, e approves Business Intent, Scope Intent,
exceptions, and drift. —l and Transformation Approach Intent.
Together, these form Sponsor Intent.
\

L €

WHAT THE EXECUTIVE SPONSOR MUST GOVERN

Only the Executive Sponsor can own and approve
the Sponsor Intent that governs purpose.

Sponsor Intent Defines
Intended outcomes
Required business changes
Rationale

Scope boundaries
Transformation Approach
Conditions of Success
Decision boundaries
Accountability requirements
Validation requirements
Evidence requirements
Exception requirements

Executive Sponsor
Authors and Governs
Sponsor Intent

The Executive Sponsor authors and governs Sponsor Intent.

WHAT MUST REMAIN TRUE

9 VALIDATE ALIGNMENT

Evaluate execution and outcomes
against approved Sponsor Intent,
Conditions of Success, validation
requirements, and Outcome Evidence.

7,

m Observed behavior provides evidence of what happened.

Observe reality. Author intent. Govern alignment. Validate outcomes.

© 2026 Alentra Advisory LLC. All rights reserved.

Sponsor Intent defines what success looks like
and what must remain true.

C

The Executive Sponsor governs the loop.
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What Sponsor Intent Governs

Sponsor Intent governs the purpose the Enterprise Transformation Program exists to achieve, including the
outcomes, required changes, boundaries, accountability, validation requirements, and evidence needed to
determine whether that purpose is being achieved.

——  INTENT GOVERNANCE GOVERNS THE PURPOSE EXECUTION IS EXPECTED TO ACHIEVE —— GOVERNED ALIGNMENT
(Cf) ggg = @ e
Y= R

SPONSOR INTENT THREE SPONSOR-OWNED LIFECYCLE EXECUTION ALIGNED WITH
The Executive Sponsor-owned

expression of purpose and the
governing foundation of the
Transformation Definition.

¢ Intended outcomes

GOVERNANCE
REQUIREMENTS

The boundaries, responsibilities,
standards, and evidence model
required to govern Sponsor Intent.

RESPONSIBILITIES

The responsibilities that
together form Sponsor Intent.

* Business Intent
e Scope Intent

Accountability requirements

The governed foundation that
connects Sponsor Intent to
the artifacts and decisions

TRANSFORMATION

DEFINITION GOVERNANCE

The Sponsor-owned actions
required to preserve alignment
between Sponsor Intent

execution uses. and execution.

APPROVED SPONSOR INTENT

Sponsor Intent remains the
authoritative reference for

PP e e

g s
evidence, and outcomes.

* ' Required business changes ¢ Transformation Decision Eoundari e Sponsor Intent Assets * Sponsor reviews and approvals Preserved Sponsor authority
 Scope boundaries Approach Intent e Decision boundaries e S el e
3 E " o & e Core Business Definitions e Validation activities Controlled scope
o Transformation Approach ©/ 'Busmess Intent defines v * Exception requirements o Manntie Alianad Baati g i & g w
qi Rz . E-Alg! q overned consequential
3G : . . requir 2
* Conditions of Success :::':3:‘;?;?“' rationale; X : e Conditions of Success e Governance workflows decisions
* Decision boundaries : * Evidence requirements . " i n i)
Scope Intent defines & ¥ Sponsor spproval ¢ Scope Intent artifacts e Consequential decision routing Sponsor-approved validation
wh g : . e %
@ mu:: l‘;s:aﬁtﬁgﬁf. “::1‘;‘ requirements R Tansformation Approach ¢ Intervention decisions L ble Outcome Evid

which boundaries apply.

Transformation Approach
7' )  Intent defines leadership

expectations for governance,

Intent artifacts

* Governed refinement

N, Establishes what success
:'-7 looks like and what must ; F
and continuous improvement.

traceable, validatable,

implementation, validation, Defines how alignment Makes Sponsor Intent
transition into operations, and achievement will be . actionable, referenceable,

Preserves, validates,
monitors, improves, and
proves Sponsor Intent

Sustained operational alignment

used to determine whether

| Provides the independent
@ Sponsor-owned reference

remain true. evaluated and governed. intended outcomes are
Q  Transforms leadership and durable. throughout the lifecycle. being achieved.
6."6 expectations into an explicit
and governable Sponsor-owned
foundation.
(Ei)(gs/(é:LISBTCE Requirements Transactions 0® ¢ Resources Controls i . Runtime systems
GOVERNS and delivery : and workflows @@RR and milestones | and compliance 5 2 and Al behavior
activities . = 2 o '
BEHAVIOR Execution Governance governs how work is performed.
WITHOUT Purpose remains Assumptions Requirements ! Scopeand Validation reflects ::ztzt:::il‘;a:\;tm::way
INTENT implicit replace intent disconnect from i commitments delivery i Whal leasiasahie
outcomes : drift

GOVERNANCE

Govern

Sponsor Intent does not replace Execution Governance. /-
o Purpose

It provides the Sponsor-owned expression of purpose
that execution is expected to achieve.

Governance governs purpose. Execution Governance governs

© 2026 Alentra Advisory LLC. All rights reserved.

Preserve
Alignment

Validate
Outcomes

intended.

¥ N Prove

\ } Achievement

The Executive
governs the loop.
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Business Intent Design

The missing discipline that helps Executive Sponsors translate strategic intent into explicit, governable Sponsor
Intent, creating the foundation required to guide decisions, align contractual commitments, govern delivery, and
enable intended business outcomes across ERP, CRM, analytics, and Agentic Al Transformation Programs.

From Strategic Direction to Governed Sponsor Intent ———
STRATEGIC DIRECTION GOVERNED TRANSFORMATION PROGRAM

The Executive Sponsor Discipline
for Governing Purpose

BUSINESS INTENT DESIGN
Strategic Priorities

Investment Rationale

Transformation Mandate

000

BUSINESS INTENT

@

TRANSFORMATION
APPROACH INTENT

SCOPE INTENT

¢ Intended Outcomes * What Must Change

» Expected Value * Material Boundaries

» Accountability and
Tradeoffs

SPONSOR INTENT

The Executive Sponsor-Owned Foundation
of the Transformation Definition

ACEIOEIORIER

Strategic
Direction

o)

@

© 2026 Alentra Advisory LLC. All rights reserved.

@ GOVERN PURPOSE ‘

(0]
QT Outcome

0O O

Better Solution and
Conmerctial Decisions

* How Change Guides .
: ¢ Required Business ¢ Inclusions and Should Occur COHSEQQGNIN ::‘eda;':pilz:::;::g:s
Desken Gutconies Changes Exclusions » Decision Boundaries Pacie

Direction

Traceable Interpretation
and Adaptation

Stronger Accountability
and Validation

/ \ Preserved Intended Value
: Transformation Progressive Managed Evidence-Based : Through Operations
X Value Design Precision Uncertainty Validation H
’ A
N~=- Defing ======- Validate ====== Govern ===m=== Improve -’

(=
#} GUIDE DECISIONS

Required Business
Change

Intended Value

Mechanism

° &® 7

Su

Conditions of

Cccess

‘ PRESERVE INTENDED VALUE

l—éhl Evidence Q Validation
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How Alentra Supports the Transformation Program
Lifecycle

One Executive Sponsor Platform applied through phase-aligned offerings from Transformation Strategy and
Solution Selection through implementation, outcome validation, and ongoing operations.

THE CFO-TA SUPPORTS THE CONSEQUENTIAL DECISIONS MADE BEFORE IMPLEMENTATION BEGINS
Define what success means. Establish what must remain true. Evaluate the solution, implementation approach, partner, SOW scope,
and commercial commitments against approved Sponsor Intent.

G veievent R VALUE REALIZATION ONGOING OPERATIONS

SUSTAIN INTENT

Preserve alignment as
operations evolve

TRANSFORMATION STRATEGY SOLUTION SELECTION

Establish the Sp dation Evaluate against Sponsor Intent.

Select with confidence.

PROVE OUTCOMES

Determine whether intended
outcomes were achieved

GOVERN IMPLEMENTATION

Keep delivery aligined with what
the Executive Sponsor approved

Intent f¢

The CFO-TA helps Executive Sponsors
transform strategic objectives and leadership
expectations into explicit, governable Sponsor
Intent before vendor demonstrations, Solution
Selection, procurement, contracting, and

Contract with clarity.
& The CFO-TA governs the relationship

between approved Sponsor Intent and
quential decisi: made through
design, configuration, integration,

The CFO-TA applies Sponsor-approved
validation standards, Sponsor Intent Test
Cases, Conditions of Success, and Outcome
Evidence during planned validation events.

The CFO-TA preserves the authoritative
Sp owned e as sy
processes, operating models, policies,
operational decisions, and Agentic Al

The CFO-TA helps Executive Sponsors
evaluate the solution, impl i
approach, and partner against approved
Sponsor Intent rather than generic

alignment, and demonstrated fit to
Sponsor Intent.

alignment with approved
Sponsor Intent.

downstream decision.

leadership authorized. operations.

implementation begin. SPONSOR e ants vedor e seshistion deployment, and transition into operations. capabilities evolve.
KEY OUTPUTS INTENT frames, or undocumented assumptions. KEY OUTPUTS
e BECOMES KEY OUTPUTS KEY OUTPUTS
* Business Intent THE KEY OUTPUTS . o * Sponsor Intent Validation Plans Conts "
« Scope Intent - = T o Governed conssquential declsions o Sponsor Intent Test Cases ° =
o\ Franstormation Approach Intent EVALUATION . Eponsor In(ent;allgned evaluation criteria « Sponsor Approval Packages P * Sponsor Intent preservation
* Evid b solution eval 7 S * Governed operational changes
. (S:pons;r I_ntent '::;ets STANDARD & Wit e . M.atenal changel anji exception records o Oitcome Evidence T drif‘:ea i exceptionxvisibility
Ot " usmelss |n|t|(fns * Documented decision rationale * Alignment monitoring e Validation findings * Outcome Evidence continuity
e Mea“."TK‘A"ST‘Ed Requirements « Material tradeoff analysis * Sponsor Intent validation activities * Material discrepancy escalation o Version history and rationale
& E’;‘d'tw':::“‘““nd = * Sponsor Approval Packages o Impl i di id * Sp: deter i « Approved Sponsor Intent improvement
e B tabili °
9 b 'S'Ct" o a’_‘fs a a‘°°"‘" ability o Contract alignment to approved * Governance Records ¢ Revalidation when required
. ar'\d inice recu Sponsor Intent o Lifecycle traceabiility Validation is sampling-based durin,
* Transformation Definition artifacts o Implementation readiness and delivery fit ” ez 8 g Monitoring and improvement
o T ble Solution Sel Jecici Pianned events. are continuous.
OUTCOME 2UTC°ME S AO‘:TIFOTE o = OUTCOME OUTCOME
/ A Sponsor-owned Transformation Spocieor-approvad Soluton, _ o eiiverpc solution supportd by Evidence-based confirmation Governed preservation and
Stra that establishes the supported by documented evidence, Governance Records, validation 7 R $ :
tegy. ! e A S DS R R of whether the Transformation intentional evolution of Sponsor
authoritative standards for every 7 x . ‘ Program delivered the outcomes Intent throughout ongoing
——

Business Intent Design, Sponsor Intent Lifecycle Management Studio, the governed artifact chain,
Sponsor-grade deliverables, Governance Records, and Leadership Signals support every offering.

THE CFO-TA

The Al-powered Executive Sponsor Platform

Alentra can engage at the organization’s current Transformation Program stage. The strongest lifecycle foundation begins before Solution Selection.
© 2026 Alentra Advisory LLC. All rights reserved. 10

One platform. One Sponsor-owned governing reference. One connected lifecycle from strategy through ongoing operations.

The CFO-TA supports Executive Sponsors before, during, and after implementation, beginning with Transformation Strategy
and Solution Selection, where Sponsor Intent governs the decisions and commitments that shape the entire Transformation Program.
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The CFO-TA Supports Two Distinct Governance
Disciplines

Intent Governance governs purpose. Execution Governance governs behavior. The CFO-TA supports both while

preserving the distinction between them.

@ SEGREGATION OF DUTIES PRESERVES INDEPENDENCE
The same parties should not define success, deliver the solution, and determine whether success was achieved.
INTENT GOVERNANCE

THE CFO-TA
Governs Purpose

EXECUTION GOVERNANCE

Governs Behavior

M The Executive Sponsor Platform

@

SPONSOR INTENT

The Executive Sponsor-owned expression of
purpose and the governing foundation of the
Transformation Definition.

THREE SPONSOR-OWNED RESPONSIBILITIES

* Transformation Approach Intent

Evidence requirements

GOVERNED ARTIFACT CHAIN

Sponsor Intent Assets, Core Business Definitions,
Meaning-Aligned Requirements, Sponsor Intent
Validation Plans, Sponsor Intent Test Cases,
Outcome Evidence, Governance Decisions,

and Sponsor Approvals.

AUTHORITY: EXECUTIVE SPONSOR

I @

O

P S
11

ESTABLISHES AND PRESERVES SPONSOR INTENT
Supports Business Intent Design and maintains

the authoritative Sponsor-owned governing

reference.

SUPPORTS LIFECYCLE GOVERNANCE
Establishes, preserves, validates, monitors, improves,
and proves Sponsor Intent throughout the Enterprise
Transformation Program lifecycle.

PLATFORM ROLE: INDEPENDENT BUSINESS-SIDE GOVERNANCE

DELIVERY ACTIVITIES
Requirements, design, implementation activities,
resources, milestones, and delivery commitments.

..‘ * Scope Intent Creates t’,‘e governl_ng bridge between Sponsor Ir'\tent Transactions, operational processes, automation,
and Solution Selection, contracting, implementation, workflows, controls, and compliance.
Sponsor validation, operations, and continuous improvement. Governed
N GOVERNANCE REQUIREMENTS authority alignment,
v=] * Conditions of Success and GOVERNS CONSEQUENTIAL DECISIONS ke IMPLEMENTATION AND OPERATIONS
v —_ + Decision boundaries approved Routes material decisions, exceptions, changes, o Implementation decisions, operational procedures,
* Accountability requirements approvals, and evidence to the Executive Sponsor decisions, . . P A|-e’nabl i i
* Exception requirements Sponsor and authorized governance participants. and Y * pe :
+ Validation requirements Intent validation

LEADERSHIP SIGNALS (MICRO-VIDEOS)
Embedded Executive Sponsor guidance supports
shared understanding at consequential moments
without transferring Sponsor authority.

RESPONSIBILITY: DELIVERY AND
OPERATING ORGANIZATIONS

Execute within approved Sponsor Intent and

Owns, approves, and governs Sponsor Intent. mem Preserves Sponsor authority and Segregation of Duties. established human decision authority.

Governs how work is performed
and how systems operate.

Establishes and governs what success looks ‘ Continuously governs the relationship |
L like and what must remain true. ( between Sponsor Intent and execution.

)

- . - o — B

> =
OUTCOMES ARE
% EXECUTIVE SPONSOR THE CFO-TA PRESERVES O DELIVERY ORGANIZATIONS VALIDATED AGAINST
DEFINES AND = =
C THE GOVERNING BRIDGE EXECUTE SPONSOR-APPROVED
GOVERNS SUCCESS STANDARDS

S Intent remains the governing reference thraaghout the Entergrise Transforntroattiog Proggram lifecycle.

P

The Executive Sponsor
governs the loop.

Intent Governance governs purpose. Execution Governance governs behavior.
Effective Enterprise Transformation Programs require both.

J
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The CFO-TA Sponsor Intent Lifecycle Management Studio

(SILMS)

ALENTRA

ADVISORY

Establishes, preserves, validates, monitors, improves, and proves Sponsor Intent through a governed lifecycle of
validation plans, evidence, determination, improvement, and traceability.

®)

Intent Governance governs purpose, Execution Governance governs behavior.
The CFO-TA continuously governs the relationship between Sponsor Intent and execution.

SPONSOR INTENT LIFECYCLE MANAGEMENT STUDIO

The authoritative Sponsor Intent repository, governance workspace, validation management environment, and Executive Sponsor System of Record.

LEADERSHIP

EXPECTATIONS
+ Strategic objectives @ ;;:::zor
+ Intended outcomes Aasats

Sponsor Intent

GOVERNED
ALIGNMENT ‘
Implementation and

operations remain
aligned with approved

P Intent and

Required business
changes
* Scope expectations

i
Transformation |
Approach :
expectations '
i
i
|
|
i

Constraints and
assumptions
Executive priorities

&+ Sponsor Intent & SR
E] Validation Plans v Test Cases o :‘::en::"e < @ ::::n:n @ Determinations /*}I Ac;ions
9 sivps U’ (SITCs) = Mansg e n il
SPONSOR INTENT
»> The Executive Sponsor-owned expression of purpose and the i of the f i ogram Definiti < --
/ Business Intent 9 Scope Intent Transformation
O Outcomes, required rJ What must change, Approach Intent

business changes, ot what must remain stable, Gc\_mm.:ncu. impla_mmﬁon,
rationale, evaluation boundaries validation, operations,

continuous improvement

56 |+[@=-

Business Intent Design
transforms leadership

ESTABLISH

expectations into explicit
and governable Sponsor
Intent.

* Define Business Intent

Define Scope Intent
Define Tranaformation
Approach Intent
Devolop Sponsor Intent
Assots

Establish Conditions

of Success

Define decision
bounda

iries
Define accountability,
validation, and

established human
decisiion authority.

Preserved Sponsor
authority

Controlled scope

SPONSOR INTENT GOVERNANCE MODEL Governed
consequential
/ Sponsor Intent Conditions Decision % Exception ©®g®  Accountability ~ = Evidence decisions
( ) Assets N9 ofSuccess Boundaries Rules ‘-‘ Requirements - Q Requirements - e
Pt overn ‘alidation
SPONSOR INTENT VALIDATION FRAMEWORK =)  Strategy
&+  Sponsor Intent s 1+ Sponsor Intent = @ Sponsor-approved
__] Validation Plan  — Validation P Test Cases =3 g Evidence —t V_al-cfauon = Sponsoc" » validation
o (SIVP) Events M (SITCs) Collection Findings N Determination
A4 Traceable Outcome
S il Evidence
SPONSOR INTENT
@ PreseRve VALIDATION O wonmor © mrove O rrove Sustaned
« Maintain approved ) Governed by the Sponsor Intent . = 7 ik Intent Asset: o rea lidati operational
Sponsor Intent Validation Plan (SIVP) Mondtur contimen sty SRR e @ bk alignment
. i i Track evidence changes 1 || « Improve Conditions of Success .
Protect meaning « Execute planned validation events [l > AW . Approve outcome findings - i
= and rationale = . Perform Sponsor Intent Testing (SIT) + Detect material drift =i Brpnove Etiencs Requireminty SO Ponso-Owne!
* Proserve decision « Execute Sponsor Intent Test = « Evaluate governance + Improve validation strategies P s A% Outcome
history Cases (SITCa) exceptions * Maintain governance Determination

« Maintain traceability
+ Govern material

« Evaluato evidonce against

Sponsor-approved standards 27 Fraserve ignnent visk ey

evidence roquirements

Creates explicit Sponsor
Intent before consequential

changes + Document findings and exceptions
« Preserve Sponsor « Support Sponsor validation
authority determinations
Maintains the authoritative

Sponsor-owned governing

Validation occurs through
planned sampling-based events

Continuous monitoring
supports ongoing validation

« Incorporate approved loarning
« Maintain version traceability

Improvement is continuous

traceability

« Produce Sponsor-owned
determination records

Provides the authoritative
record of Sponsor outcome

determination.

commitmonts are made. I defined by the SIVP. readiness. arxd govemad.
‘ REQUIREMENTS dRiVE CAPADIlity tESTING.
w=|* Sponsor Intent drives the validation strategy.
P By THE GOVERNED ARTIFACT CHAIN
sor Intent Conditions Decision Accountability 8 Sponsor Intent ) Sponsor Intent G Evidence Validation
L @ g of Success % Boundaries ®  @@W  Requirements =) ;/nhdat)wn Plans @ E (Y;:r'cc,;m . &= Records 2 Findings.
Executive Sponsor Delivery Organizations Validation Uses D Consequential Decisions
Owns Intent O Execute Sponsor-Approved Standards P Ao Govemed
e bt dafoa O e e S Validation requirements and s * Material changes, exceptions,
e neodar e T e ovidance requirements are established and tradeoffs are routed through
through Sponsar Intant. approvod autharity.

THE CFO-TA OPERATIONALIZES SPONSOR

INTENT LIFECYCLE MANAGEMENT THROUGH SILMS

The authoritative repository, governed workflows, Sponsor-grade deliverables,
validation disciplines, and governed artifact chain preserve alignment throughout
the Enterprive Transformation Program Iifecyclo.

Dofine

©

ESTABLISH

Sponsor Intent.

Govern validation through
SIVPs, SIT, SITCs,
evidence, findings, and
determinations.

PRESERVE

Maintain authority
and meaning.

@)

MONITOR
Identify alignment
and matarial drift
continuounty.

> mance
=\‘\ m.am

IMPROVE
Incorporate
approved leaming
through governed
decisions.

o () Spomsor

N Determinations J

The Executive Sponsor
Governs the Loop

Human decision authority
remains explicit throughout
the lifecycle.

@

LA,

PROVE

Maintain the authoritative
Sponsor-owned record

of outcome detarmination.
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The Governed Sponsor Intent Artifact Chain

ALENTRA

ADVISORY

A connected chain of Sponsor-owned intent, meaning, validation, evidence, and determination artifacts makes Sponsor
Intent actionable, referenceable, accessible, governable, validatable, traceable, and durable throughout the

Transformation Program lifecycle.

9

Sponsor Intent remains the governing artifact. SILMS governs the artifact chain that carries
Sponsor Intent into implementation, validation, operations, and Sponsor determination.

SPONSOR INTENT
Defines the Purpose the
Transformation Program Must Achieve

Business Intent

Defines intended outcomes,
required business changes,
rationale, and evaluation.

Scope Intent

Defines what must change,
what must remain stable,
required inclusions, and
boundaries.

Transformation

Approach Intent

Defines leadership expectations
for evaluation, governance,
implementition, validation,
transition to operations, and
continuous improvement.

OWNERSHIP
Executive Sponsor

® =@

e

Establishes the authoritative Sponsor-owned

expression of purpose and governing foundation
of the Transformation Definition.

@

(1] 2] (3]

= o= L 9 3 v= v
@B H*B QT+ A~ [F » » [ pll =iy =
Sponsor Sponsor  CoreBusiness Meaning-Aligned  Conditions  Decision Exception  Accountability  Evidence Sponsor Intent  Sponsor Intent iti Operati 2
Intent Intent Assets  Definitions  Requirements  of Success  Boundaries Rules qui i ion Plan Test Cases Testingand  and Outcome  Findings
(SIVP) (SITCs) UAT Evidence  Evidence
...... Decision ies, Rules, A Evidence d Sponsor

Make Sponsor Intent
Explicit and Governable

S\
e SPONSOR INTENT ASSETS \

EXAMPLES

+ Required business
changes

+ Scope boundaries

« Transtormation
Approach Intent
expectations

« Conditions of Success

+ Decision Boundaries

« Exception Rules

Capture specific elements of
Sponsor Intent

Preserve intended outcomes
and required changes

Record rationale and
governing meaning

Define Conditions of Success
Define Decision Boundaries
and Exception Rules

Define Accountability
Requirements.

Define Evidence * Accountability

Requirements Requirements
+ Evidence

Requirements

AUTHORITY
Executive Sponsor with
authorized governed participation

(2

Makes Sponsor Intent explicit, actionable,
referenceable, accessible, governable,
validatable, traceable, and durable.

o 2]

Requirements drive capability testing.

MEANING-ALIGNED REQUIREMENTS
AND IMPLEMENTATION ARTIFACTS
Carry Sponsor Intent into
Solution Definition and Delivery
EXAMPLES
+ Core Business Definitions

Translate Sponsor Intent into
shared business meaning
Connect required capabilities to
Sponsor Intent Assets.

Preserve scope and Transformation Capsbily secpleamisnts

Approach Intent boundaries * Conditions of Success

Maintain traceability into design * Design decisions

and configuration + Configuration decisions

Give traditional testing and UAT a « Scope decisions
bllity-based ref

capabllity- ereme & Thanek o

Support consequential Intent artifacts

implementation decisions « Traditional test plans

Prevent implementation « UAT plar

interpretation from replacing o ot

Sponsor Intent

GOVERNANCE
Executive Sponsor authority with
governed delivery participation

%)

Creates the governed bridge between Sponsor
Intent and the capabilities, designs, configurations,
decisions, and tests used during implementation.

SPONSOR INTENT VALIDATION
AND DETERMINATION ARTIFACTS

Validate, Govern, and Prove Sponsor Intent

VALIDATION STRATEGY
* Sponsor Intent Validation Plan
* Planned validation events

* Evidence collection activities

« Validation participants |
+ Sampling strategy
« Sponsor-approved standards

<

SPONSOR INTENT TESTING

* Sponsor Intent Test Cases * Validation of Exception Rules

« Validation of Sponsor Intent Assets  + Validation of Accountability
« Validation of Conditions of Success ~ Requirements
« Validation of Decision Boundaries  * Validation of Evidence
\ Requirements. 2
| N FINDINGS AND DETERMINATION |
o s > e
+ Validation findings + Sponsor determinations
| « Material exceptions « Version history and rationale
L + Governance decisions )
( , DETERMINATION
Executive Sponsor

Provides the independent Sponsor-owned basis for

determining whether Sponsor Intent is being
preserved and achieved.

=
Sponsor Intent drives the validation strategy. /\

® @ @

®

(12} (19 (15) (16) @
Q»$»Q»O»@

-
GOVERNANCE PARTICIPANTS
Create, refine, review, validate,
determine, and approve Sponsor
Intent artifacts through governed

LS
SPONSOR INTENT ~ — @

LIFECYCLE MANAGEMENT

ESTABLISH

Sponsor Intent.

P8

Define and approve

PARTICIPATION DOES NOT TRANSFER SPONSOR OWNERSHIP OR DETERMINATION AUTHORITY.

CONTRIBUTOR PARTICIPANTS
Provide implementation context,
operational expertise, test results,
outcome evidence, and validation

REFERENCE PARTICIPANTS
View and search approved Sponsor
Intent artifacts, validation standards,
and authorized outputs.

@

version history, and rationale preserve mearrve meaning and traceability across the complete chain.

Sponsor

Findings Decisions. Actions Determination

EXTERNAL REFERENCE PARTICIPANTS
Receive controlled access to approved
Sponsor Intent artifacts, standards,
evidence requirements, and

evidence. governed outputs.
<
VALIDATE MONITOR (N IMPROVE
PRESERVE =5 Execute planned, sampling-based = Continuously review = ..l Continuously incorporate iy @ PRPVF )
Maintain authority, validation events governed by the alignment, evidence, KJ approved learning through Maintain the authoritative
ing. traceability, SIVP. Perform Sponsor Intent Testing consequential decisions, ad Upddtes o Sponsor LA Sponsar.ovmed cacoed of
tionale. through individual SITCs and evaluate exceptions, and material ol Yeliation Sxidence, fincing; deciston;
avidence against Sponsor-approved intent drift. mu;"’, ssull b AP and outcome determination. |
standards, artifacts.
is ling-based during planned events defined by the SIVP. and i Sponsor Intent changes only through isi J

THE GOVERNED ARTIFACT CHAIN PRESERVES

SPONSOR INTENT THROUGHOUT THE
TRANSFORMATION PROGRAM LIFECYCLE

The CFO-TA connects Sponsor Intent to meaning, requirements,
implementation decisions, validation plans, Sponsor Intent Test Cases,
evidence, findings, governance decisions, improvement actions, and
Sponsor determinations while preserving Executive Sponsor authority,
traceability, and Segregation of Duties.

THE EXECUTIVE SPONSOR
GOVERNS THE LOOP.

Human decision authority remains
explicit throughout the lifecycle.
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ALENTRA
How The CFO-TA Is Deployed ADVISORY

The CFO-TA combines Alentra reference guidance, Microsoft Copilot, and a client-controlled SILMS environment to
support authorized Sponsor work while keeping client-specific content and persistent evidence on the client'’s
infrastructure.

LOGICAL DEPLOYMENT ARCHITECTURE
MICROSOFT COPILOT

Authorized Sponsor experience
and governed access layer

ALENTRA REFERENCE ENVIRONMENT CLIENT-CONTROLLED ENVIRONMENT

Client Microsoft 365 tenant and
client-controlled SILMS instance

Alentra Microsoft 365 Tenant

ALENTRA REFERENCE LIBRARY Microsoft SharePoint | @i Phorecr 1Ulen)
! I l I Lifecycle Management
Client Tenant Studio (SILMS)
Client-Controlled Instance
B The CFO-TA reference guidance _> 4 ’
Microsoft Copilot presents authorized Alentra o ﬁ THE AUTHORITATIVE SPONSOR INTENT
@) Business Intent Design guidance AUTHORIZED, | - refersnce guidance and supports authorized SRR COET REPOSITORY AND GOVERNANCE WORKSPACE
R::;::::és Sponsor work using permitted client content. AND AUTHORIZED Client-specific Sponsor Intent, governed artifacts, Governance
‘u Sponsor Intent Lifecycle Management guidance o OUTPUTS Records, validation materials, O Evid ref
GUIDANCE , Guided Sponsor authoring Sponsor approvals, and persistent evidence remain stored
. " " on the client’s infrastructure.
Structured prompts Reference guidance . Microsoft Copilot
u P P is presented B Sponsor Intent and artifact development i . Sp Intent « Sponsor Intent Test Cases
% i client content and 5
i Frameworks and templates """‘;‘m’“"ﬂ ° B Gk it « Sponsor Intent Assets « Outcome Evidence references
tothe * Core Business Definitions * Governance Records
.. Examples and reference materials ~==00| —-=------ sl Artifact review and analysis client-controlled * Meaning-Aligned Requi * Sp pproval
. 3 SILMS * Conditions of Si * Material change and
Validation discipline guidance Sl spoctio Q Evidencereviewandinsights | « Decision boundaries and exception records
content is not accountability requirements « Version history, authority,
u Leadership Signals (Micro-Videos) retumed to or O Context-aware refinement Access remains « Sponsor Intent Validation Plans and rationale
eadership Signals (Micro-Videos) e subject to client e
Alentra environment. isi z identity, issions, ' — ~
"y Decision and exception support " 'm CLIENT-CONTROLLED SECURITY AND ACCESS
B Leadership Signals (Micro-Videos) and security controls. i o) i 7 ;
REFERENCE CONTENT ONLY ; &j i ;
l-! IJ Alentra reference content supports guided Chient identity Role-based - Client security i Cli |
J. work through Microsoft Copilot. Client-specific COPILOT DOES NOT LEARN FROM CUSTOMER DATA and permissions access controls | participant content | retention ;
Sponsor Intent, governed artifacts, Governance Client identity, permissions, security controls, L peons Lo )
Records, and persistent evidence are not stored and authorized access govern the client content % = ” : T N \
or persisted in the Alentra environment. available through the experience. Cl'e"t"sm'ﬁc and ? o T storec? 9
k ) the client-controlled SILMS on client: lled infrastructure.
NS & <)
N
CLIENT-SPECIFIC CONTENT REMAINS IN THE CLIENT-CONTROLLED ENVIRONMENT
Q Sponsor Intent, Sponsor Intent Assets, governed artifacts, Governance Records, Sponsor approvals,
=& validation materials, Outcome Evidence references, version history, and persistent evidence
remain stored on the client’s infrastructure. )
The CFO-TA uses Microsoft Copilot to present authorized Alentra guidance and support THE EXECUTIVE SPONSOR GOVERNS THE LOOP
authorized Sponsor work. Client-specific Sponsor Intent, governed artifacts, Governance Sponsor authority remains explicit across Sponsor Intent,
Records, and persistent evidence remain stored in the client-controlled SILMS environment consequential decisions, approvals, validation standards,

on client-controlled infrastructure. and outcome determination.
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ALENTRA

ADVISORY

What the CFO-TA Produces

The CFO-TA produces Sponsor-grade deliverables and persistent governance assets that make Sponsor Intent explicit,
actionable, governable, validatable, traceable, and durable throughout the Enterprise Transformation Program lifecycle.

Sponsor Intent remains the governing artifact throughout the Transformation Program lifecycle.
SILMS preserves the authoritative chain connecting Sponsor Intent, requirements, implementation decisions,
validation plans, evidence, findings, governance decisions, improvement actions, and Sponsor determinations.

3 ( N\ \( 3\ N
o SPONSOR 9 SPONSOR 9 TRANSFORMATION e SPONSOR INTENT || EVIDENCE, FINDINGS, | e SPONSOR-GRADE LEADERSHIP SIGNALS e THE GOVERNED
INTENT INTENT ASSETS DEFINITION AND VALIDATION ASSETS ' AND GOVERNANCE DELIVERABLES (MICRO-VIDEOS) ARTIFACT CHAIN
MEANING ARTIFACTS RECORDS
o |
= v} & =t 0
@é =9 E £ S0 = (2] ¢
[ —
gt The connected structure that
Sponsor-owns lidaf
The Executive Sponsor-owned Governed Sponsor-owned Governed artifacts connecting that 5 r::: ";:: ::is:ts The authoritative record of E: i dy ials used dded text and mi ideo carries Sponsor Intent through
expression of purpose and artifacts that make specific Sponsor Intent to solution planned, produced, evaluated id findings, d to guide, review, validate, approve, Sponsor guidance delivered at meaning, requirements,
governing foundation of the elements of Sponsor Intent evaluation, commercial ad u;ed Ao pti impi ‘ ine, and i i (R : oo |
Transformation Definition. explicit and bl i e impl . i determination. approvals, and Sponsor consequential Transformation operations, improvement, ‘
d“fmns;'::l’:b':fty VALIDATION STRATEGY determinations. Program decisions. and Sponsor determination.
2 W2 requirements, testing, S
= . o Outoome defmitions: * Sponsor Intent Validation Plan (SIVP) .
Business Intent i TR * Sponsor guidance
i and-opecatiors: + Planned validation events « Traditional testing evidence + Transformation Definition outputs : - © sponsor intent
|| = Required business changes |« Validation participants * Business Intent Design guidance | | @) Sponsor Intent Assots
Soonse Boundarh * Core Business Definitions * Sampling strategy * UAT evidence * Sponsor Intent briefings
mj Scope Intent SAScopa . 5 Moaning Ao Recoiruments + Evidence collection activities ; ’ R * Decision context © Core Business Definitions
+ Transformation Approach Capabil < * Spoasor-approved validation standards * Operational evidence |2 Sponsor Intent Validation Plans < o © Meaning Aligned Requi A
=TT Intent expectations 2 Cpay T | SPONSOR INTENT TESTING + Outcome evidence | + Sponsor Intent Test Case packages ; © Conditions of Success
Approach Intent + Conditions of Success E % ‘::::‘ f::::s e s d&:’:r;?;,s) « Evidence lineage « Validation event packages & 2 @ Decision Boundaries
: * Scope artifacts * Sponsor Int est Cases Validation guidan
o picinicn Boxndaries e oo AvGect « Validation of Sponsor Intent Assets + Validation findings o Ciines ree R kopes ST B @ Exception Rules
+ Intended outcomes ) 5 « Validation of Conditions of Success * Evidence review guidance @ Accountability Requirements
« Required business changss || ¢ Excoption Rules Sotioc metiacts « Validation of Decision Boundaries +/ Material exceptions + Validation findings reports ; : ]
e + Accountability Requirements * Solution evaluation criteria g ://::::::: :: :’:"F“m:'r + Governance decisions + Governance decision packages ¥ jepeminine g ::"mlkm'::m 3o
Py 2 2 count e ; nsor Intent Validation
e « Evidence Requirements 3:;';‘]_’;::" sonfiguration Recuiiremants oy o Improvement action packages 2 Defermbelion Saiance | @ sponsor Intent Test Cases
. SRS « Validation of Evidence Requirements inforcement
+ Transformation Approach * Rationale and decision history « Traditional test plans VALIDATION O ~ ) * Sponsor approvals *+ Sponsor determination packages ¥ MS % 5 I"mof @ Evidence Records
"“"\f expectations * Lifecycle traceability « UAT plans o s asels + Sponsor determinations + Sponsor approval materials ® Validation Findings
+ Conditions of Success « Sponsor approval packages * Validation findings o ity and i e ¥ Pcastant govermanca asssts @ Govemance Decisions
o Decision Boundaries Vi « Material exceptions . [ ® ™ Ao
e * Traceability records * Validation determinations * Version history T
> + Sponsor determination materials @ Sponsor Determination
* Accountability Requirements. + Decision rationale
. . Validation is sampling-based durit
+ Evidence Requirements 2 :ﬁ i £y tha SIVP « Lifecycle traceability
7 N N \ N N
Defines what the Transformation | Makes Sponsor Intent explicit, Creates the governed brid, . 94 Preserves meaning, authority,
2 ‘l s Pl e Establishes the independent Preserves authority, Converts g Sponsor Intent Supports shared understanding 2 5 & 3
Program must achieve, what must actionable, referenceable, from Sponsor Intent through s 2 £ g S 2 2 F | TR traceability, validation, evidence,
5 5 < 25 Sponsor-owned basis for determining evidence lineage, rationale, decision content into materials Executive and governed participation . i
change, what must remain true, accessible, governable, Solution Selection, contracting, RN . 3 5 i 5 2 3 improvement, and determination
¢ P ekl o s g g A whether Sponsor Intent is being history, improvement history, and Sponsors can review, validate, without transferring s
and how achievement will be 3 5 AR e 5 g across the Transformation
3 z p d and achieved. approve, determine, and use. Sponsor authority. =
determined. and durable, and operations. Program lifecycle.
\ SIA\ VAN PIAN A\ T\ 2\ )\ 2

The CFO-TA produces a connected Sponsor-owned governance foundation that carries

what leadership authorizes into Salution Selection, contracting, implementation, validation, THE EXECUTIVE SPONSOR GOVERNS THE LOOP.

Human decision authority remains
explicit throughout the lifecycle.

operations, improvement, and outcome determination. Client-specific Sponsor Intent,
governed artifacts, Governance Records, and persistent evidence remain stored on
client-controlled infrastructure.
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How The CFO-TA Operationalizes ALENTRA
Sponsor Intent Validation ADVISORY

Traditional testing confirms configured behavior. Sponsor Intent Validation determines whether Sponsor-approved
intent is being preserved and achieved.

TRADITIONAL TESTING: CONFIRMS CONFIGURED BEHAVIOR L @ Traditional Testing SPONSOR INTENT VALIDATION: GOVERNED OUTCOME DETERMINATION
Validates configured behavior against requirements. - o N Determines whether Sponsor-approved intent is being
— 0@®e@  User Acceptance - preserved and achieved.
@R Testing
 Functions perform as configured 7 = < Governed by the Sponsor Intent
FOCUS — Validation Plan (SIVP)
i et Sponsor Intent
© Transactions process correctly - Dosithe — [:_-& Tt':st Cases (SITCs) 4= @@ Coordinates validation 'activities
 Interfaces exchange data as expected - 8 i (B ° @@  across the Transformation Program
configured S0t 3
« Reports produce accurate results v & . @ Don o > /Y Uses traditional testing, UAT, SITCs,
solution — e q £ p(; <4— R_/  operational evidence, and outcome
® Performance meets technical criteria work as - v6nce ) evidence FOCUS
o Defects are identified and resolved designed? e :'_: Evaluates Sponsor Intent Assets, Conditions ‘
- e Ol{tcome < v— of Success, Decision Boundaries, Exception Is Sponsor
L N E""‘f"” Rules, Accountability Requirements, and Intent being

\Jé;
o~ Sponsor Intent
(u Validation Plan (SIVP)
./ Governs the validation strategy
: and all validation activities

o Produces capability evidence used by the '@

Sponsor Intent Validation Plan. Sponsor Validation Determination
m Executive Sponsor retains authority

Evidence Requirements
preserved and

Supports independent validation [
determinations achieved?

Detects intent drift and preserves
Sponsor authority

Provides governed outcome determination based on
evidence and expertiss.

Q Q¢

2 over outcome determination. )
Sponsor Intent e Sponsor Intent Evidence Sponsor Intent Monitoring, Validation,
Definition Validation Plan Generation Testing and Improvement

© Execute Sponsor Intent Monitoring is continuous

. Define validation strategy Traditional testing

.

’ » Test Cases (SITCs) » e Improvement is continuous
® User Acceptance Testing v - o Validate Conditions e Validation occurs through
e Operational evidence  — of Success l.ll planned sampling-based

<« .

o Establish Sponsor Intent

* Define Sponsor Intent Assets »
@ * Define Conditions of Success

Define validation events

Define evidence collection

activities collection V- © Validate Decision events defined by the SIVP
* Define Evidence Requirements e Coordinate validation * Outcome evidence Boundaries Determine whether Sponsor
participants collection © Validate Accountability Intent remains preserved
Requirements and achieved
Creates the governing The SIVP governs all Produces evidence used Validates specific Sponsor Provides governed outcome determination
foundation for validation. validation activities. during validation events. Intent elements. Hiictitot e anstommation

Program lifecycle.

UIREMENTS DRIVE CAPABILITY TESTING. SPONSO RIVES THE VALI

: 4 Tr ient client text z
Built for CFOs and i Enterprise-grade security. n::ns‘;znu;:;ezu::i?‘n = i Runs through Microsoft Copilot. O Deliverables and governed
executive Sponsors. Y g | Q

Role-based access. Copilot sessions only. No new tools. No engineering. | Sponsor Intent artifacts
Applied across the

remain on client-controlled

8 Client data stays private. Not stored or persisted 2
leadership team. in the Alentra tenant. infrastructure.

Human governs the loop.
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ALENTRA

ADVISORY

How the CFO-TA Works with Your Existing
Teams and Platforms

The CFO-TA adds an independent Business-Side governance layer that preserves Executive Sponsor authority while
existing teams and platforms continue performing their established responsibilities.

EXECUTIVE SPONSOR
AND GOVERNANCE
PARTICIPANTS

Own, approve, and govern
Sponsor Intent and
consequential decisions.

©

Define Business Intent

Define Scope Intent

Define Transformation Approach Intent
Approve Sponsor Intent Assets

Govern consequential decisions

Approve material changes and exceptions
Establish validation and evidence
requirements

Review Outcome Evidence
Determine whether intended outcomes
were achieved

Govern purpose and retain
Sponsor authority.

SPONSOR INTENT

© \
Business
Intent

Transformati

=3

I Scope
Intent

\ J

* Conditions of Success * Validation requirements

* Decision boundaries * Evidence requirements

+ Accountability requirements

The Executive Sponsor owns, approves,
and governs Sponsor Intent.

SEGREGATION OF DUTIES
PRESERVES INDEPENDENCE

GOVERNED
PARTICIPATION MODEL

@

Cy,

ONE SPONSOR-OWNED GOVERNING REFERENCE. DISTINCT RESPONSIBILITIES. GOVERNED PARTICIPATION.

Approved Sponsor Intent remains the governing reference throughout the Enterprise Transformation Program lifecycle.

IMPLEMENTATION
PARTNERS AND
DELIVERY TEAMS
Develop solution options and
design and implement the
approved solution.

OOO

Provides approved Sponsor Intent
as the governing reference
Connects Meaning-Aligned
Requirements to Sponsor Intent
Clarifies Scope Intent and
Transformation Approach Intent
Supports Solution Selection and
SOW alignment

Routes material assumptions and
tradeoffs

Preserves traceability for
consequential decisions
Supports delivery evidence and
validation participation

within app Intent
and established human decisuon authority.

S 1 h
@— M SN = i)
= — @
Establish and Connect Intent Govern Consequential Support Validation Monitor Alignment Improve and
Preserve with Execution Docisions Disciplines Continuously Prove Outcomes
Sponsor Intent Creates the Routes material Applies validation Evaluates evidence, Suppevamesowrnad
Business Intent, governing bridge assumptions, standards, test Dontzmusaning provides the basis
Fanatoriiatioe across Soluti changes, exceptions, cases, and evidence arendarad evidanes for proving intended
Approach Intent, Solection, and tradeofts to requirements to standards, teerds, outcomes through
and governance contracting. the Executive evaluate alignment
requiroments. implomentation, Sponsor and with Sponsor Intent.
validation, and authorized
operations. participants.
EXECUTIVE SPONSOR DELIVERY ORGANIZATIONS O OPERATING TEAMS VALIDATION PARTICIPANTS
Defines, approves, and — {@} Design and implement - 029 contribute oporational  wfy Evaluate execution and
governs Sponsor Intent {:O} the solution within CDD contaxt, evidence, and & outcomes against
and validation standards. approved Sponsor Intent. expertise. Sponsor-approved
The same parties should not define success, deliver the and whether

GOVERNANCE PARTICIPANTS
Create, modify, review, approve,
and govern Sponsor Intent.

&R

The Platform continuously governs the relationship b
without replacing delivery teams, operating teams, governance functions, or enterprise platforms.

CONTRIBUTOR PARTICIPANTS
Provide evidence, operational
input, and business context.

@®¢@ BUSINESS AND
@@\ OPERATING TEAMS
Provide business context, operational

expertise, evidence, and
implementation input.

Contribute operational context

and expertise

Review intended business changes
Clarify operational implications
Provide permitted Outcome Evidence
Participate in validation activities
Support governed decisions

and improvements

Sustain approved changes
in operations.

Access Leadership Signals

PLATFORM, ARCHITECTURE,
AND GOVERNANCE TEAMS
Provide platforms, architecture,
security, controls, integrations,
automation, and Al capabilities.
Provides approved Sponsor Intent

and Meaning-Aligned Requirements

Preserves traceability into architecture

and platform decisions

Supports security, risk, compliance,

and control requirements

Routes material platform assumptions

and exceptions

Connects operational evidence with

Sponsor Intent

Supports Al-enabled operations within

established human decision authority

Maintains established execution and

(Micro-Videos) governance responsibilities
Contrlbute expertise and evldence Govern lished technical and ional
gh governed parti while P d Sponsor Intent.
THE CFO
The Al-powered Executive Sponsor Platfor
Intent and

>

E;&

OPERATING o) WORKS WITH WORKS WITH CLIENT-CONTROLLED
@ EXECUTIVE SPONSORS EOD% EXISTING TEAMS | J@ EXISTING PLATFORMS @ SECURITY
Purpose-built for the three Existing teams retain their established Complements ERP, CRM, analytics, Identity, permisaions, role-based

Sponsor-owned responsibilities.

The CFO-TA strengthens the existing transformation ecosystem by giving every authorized team and platform a consistent Sponsor-owned

dolivery, operational, governance,
and assurance responsibilities.

automation, Al, work-maugement,
testing, and governance platforms.

accoss, and client security
controls govern participation.

REFERENCE PARTICIPANTS
View and search approved
Sponsor Intent outputs.

EXTERNAL REFERENCE PARTICIPANTS
Recaive controlled access to approved

VALIDATION AND
ASSURANCE
PARTICIPANTS

and

~

against Sponsor-approved
standards.
Provides approved Sponsor Intent
as the validation reference
Applies Sponsor Intent Validation Plans
Executes Sponsor Intent Test Cases
Evaluates permitted Outcome Evidence
Records validation findings

Escalates material discrepancies
Preserves evidence traceability
Supports Executive Sponsor
determination

.

Validation authority remains
independent from solution delivery.

EXISTING ENTERPRISE
PLATFORMS AND TOOLS
ERP, CRM, analytics platforms
Automation and workflow tools
Al and integration platforms
Work and resource management

DRI

Requirements and delivery tools
Testing and quality management
Risk and compliance platforms
Collaboration and communication
tools

Bk |

..

.

Continace guthority their
establishent from soools
nohpaomneataciicity
deterroite enecotfon
systems and platforms.

> 8

Governance authority remains
concentrated while approved

outputs and governed artifacts. Sponsor Intent visibility can be
broadly distributed.
CLIENT DATA EXECUTIVE SPONSOR The CFO-TA supplies the
@ REMAINS PRIVATE AUTHORITY missing Executive Sponsor
cl-mewdk content remains on The Executive Sponsor owns Sponsor governance capability that
~controlled infrastructure. Intent, gavorns consequential decisions, connects these teams and

and determines whether intended

platforms to approved

outcomes were achioved.

reference for what leadership intends to achieve, what must remain true, and how outcomes will be evaluated.

The Executive
Sponsor governs

(oY

RS/

© 2026 Alentra Advisory LLC. All rights reserved.
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Before vs. After the CFO Transformation Agent

ALENTRA

ADVISORY

The difference an independent Executive Sponsor Platform makes across the Transformation Program lifecycle.

BEFORE THE CFO-TA

Es

e ©

P s remain able for ithout
a platform purpose-built for thelr responsibilities.

LEADERSHIP EXPECTATIONS REMAIN DISTRIBUTED

Strategic obj P i required ch boundaries,
le, and evid P ions remain distributed across
pr i charters, ings, requi and individual interpretation.

NO AUTHORITATIVE SPONSOR-OWNED REFERENCE

E d required changes, C of S Decision
Boundarles, Exceptlon Rules, Accountab!hty Requirements, and

Evid q! remain di

tod

SOLUTION OPTIONS INFLUENCE THE DEFINITION OF SUCCESS
Vendor capabili(ias, delivery assumptions, SOW scope, and

cial begin shaping ions before
Sponsor Intent is sufficiently explicit and govemable

IMPLEMENTATION DECISIONS ACCUMULATE INTERPRETATION

R £ h

qui design d
and delivery tradeoffs reshape what leadershlp intended to au(honze

(S 2 DN N I 7S B S

@.

PURPOSE REMAINS INSUFFICIENTLY GOVERNED
Executlon Governance governs delwery behavmr whlle the purpose
is exp d to achi

on interp

CAPABILITY ACCEPTANCE IS TREATED AS OUTCOME VALIDATION
Traditional testing and User Acceptance Testing confirm configured
capabilities, but no Sponsor-owned validation strategy determines
whether Sponsor Intent is being preserved and achieved.

OPERATIONS CONTINUE RESHAPING SPONSOR INTENT
Operational workarounds, workflows, q

decisions, and emerging conditions introduce additional intent drift
without continuous Sponsor Intent monitoring and governed improvement.

0 N O

ACCOUNTABILITY WITHOUT A PURPOSE BUILT PLATFORM

an authoritative
Sponsor Intent reference, governed validation strategy, persistent
model, or ind dent basis for determil

THE CFO-TA KEEPS SPONSOR INTENT CONNECTED

=
=

FROM

s INTERPRETATION-
DEPENDENT
ALIGNMENT

T0
SPONSOR-OWNED
INTENT, VALIDATION,
AND
DETERMINATION

-

THROUGHOUT THE TRANSFORMATION PROGRAM LIFECYCLE

The CFO-TA connects Sponsor Intent to requirements, commercial commitments,
implementation decisions, validation plans, Sponsor Intent Test Cases, evidence,

findings, improvement actions, operations, and Sponsor determinations.

WITH THE CFO-TA

The Executive Sponsor gains an Al-powered platform purpose-built

for the responsibilities the Executive Sponsor already owns.

!

SPONSOR INTENT IS EXPLICIT AND AUTHORITATIVE

Business Intent Design transforms leadership expectations into Business
Intent, Scope Intent, and Transformation Approach Intent.

Together, they form Sponsor Intent.

2

A GOVERNED SPONSOR INTENT FOUNDATION IS ESTABLISHED

Sponsor Intent Assets, Core B Definiti ing-Aligned Requir
Decnslon daries, Excepti Rules, bility
and Evid forma d artifact chain.

SOLUTION SELECTION AND CONTRACTING ALIGN T0 SPONSOR INTENT
Solutions, proposals, SOW scope,
and tradeoffs are evaluated against approved Sponsor Intent.

cial

M

o

IMPLEMENTATION REMAINS TRACEABLE TO SPONSOR INTENT
Meaning-Aligned Requir design d g

Governance Decisions, Sponsor Approvals, and governed exception pathways
connect consequential implementation decisions to approved Sponsor Intent.

: 5=
ation

INTENT GOVERNANCE AND EXECUTION GOVERNANCE WORK TOGETHER
Intent Governance governs purpose. Execution Governance governs behavior.

The CFO-TA continuously governs the rel. hip b Sp Intent

__and execution.

SPONSOR INTENT GOVERNS THE VALIDATION STRATEGY

The Sponsor Intent Validation Plan coordinates traditional testing,

User Acceptance Tes(mg, Sponsor Intent Test Cases, operational evidence,
ion findi and § determil

Validation:
Planned and

ALIGNMENT IS MONITORED AND IMPROVED
Continuous monitoring identifies intent drift, emergng ewdence.
consequential decisions, and material ptions. C P ! C

sampling-based

Monitoring: Continuous

incorporates approved learning through governed updates. w

EXECUTIVE SPONSOR AUTHORITY IS PRESERVED

The E ive Si Intent, governs consequential decisions,
reviews evidi and validation findings, appr governed imp

and determines i d i

THE EXECUTIVE SPONSOR GOVERNS THE LOOP.

Human decision authority remains explicit
throughout the lifecycle.

© 2026 Alentra Advisory LLC. All rights reserved.



How The CFO-TA Protects and Strengthens the CFO’s ALENTRA
Transformation Investment AOVISORY

The CFO-TA helps CFOs define expected outcomes before contractual commitments are made, strengthen
investment and commercial decisions, preserve Sponsor authority, govern Sponsor Intent Validation, and sustain
value through operations.

= Purpose-built for the Sponsor-owned responsibilities and cor iential decisions that materially influence
q y
The Al-powered Transformation Strategy, Solution Selection, SOW scope, commercial commitments, implementation alignment,
P
Executive Sponsor Platform validation strategy, intended outcomes, and sustained operational value.
' f GOVERN SPONSOR
0 oty 9 iy ‘ o REDUCE o ALV D 9 INTENT VALIDATION 0 SUSTAIN INTENDED
GOVERNABLE INVESTMENT, AND EXECUTIVE
AVOIDABLE COST -9 AND OUTCOME VALUE THROUGH
DEFINITION OF SOLUTION SELECTION, SPONSOR 1
- AND VALUE <, DETERMINATION A OPERATIONS
SUCCESS =y AND COMMERCIAL
EROSION ‘ AUTHORITY 11
DECISIONS | <
the Sponsor-owned vali
» ” e <, X | strategy before implementatioe evidence 2
Transform | P quential Address ambiguity before unclear ‘ Keep authority over Sponsor-owned ‘ is produced, preventing capability Keep the approved investment case
into explicit and governable Sponsor and commercial decisions against meaning, uncontrolled interpretation, decisi g ing i | from being mi for connected to operational reality as
Intent before consequential approved Sponsor Intent before and weak accountability become pp! Is, governed ch. i t P policies, g
investment, solution, scope, and contractual commitments are made. embedded in implementation FROM validation strategy, and outcome VALIDATION STRATEGY models, automation, and Agentic Al
commercial commitments are made. and operations. determination. * Create the Sponsor Intent Validation Plan capabilities evolve.
: . INTERPRETATION- + Define planned validation events
« Evaluate solution options and proposals + Define sampling approaches
+ Define Business Intent « Eval S ion approach « Reduce rework DEPENDENT « Maintain authoritative Sponsor Intent <o Eitablish Sponsoraps « Monitor alignment continuously
+ Define Scope Intent and partners * Reduce change orders ALIGNMENT « Govern consequential decisions validation standards + Identify material intent drift
« Define Transformation « Strengthen Solution Selection « Limit uncontrolled scope expansion « Approve material changes pRDEN va!ndauon Wmc!pa s A + Review emerging operational evidence
PO Sxpa PP 9 « Define evidence collection activities \ 3 2
Approach Intent * Strengthen SOW scope « Identify misalignment earlier + Govern exceptions SPONSOR INTENT TESTING * Review emerging O‘-ncome Ev-/xdence
. ish Conditions of Si « Expose delivery assumptions « Reduce operating inefficiency + Preserve Scope Intent boundaries . :crfol:‘m :ponsor I'n:amt :est‘ig L2 G:VQ"‘ consequential operational
L o ” s 2 + Execute Sponsor Intent Test Cases changes
+ Define Decision Boundaries « Clarify accountability boundaries « Reduce Al misalignment « Preserve Transformation Approach S Validate Sparict otk Asets - ge: 5 e
+ Define Exception Rules « Govern material tradeoffs 345 A TO Intent boundaries « Validate Conditions of Success D O e
* Preserve decision rationale « Validate Decision Boundari * Improve validation strategies
« Establish Accountability « Connect commercial commitments . 2 SPONSOR-OWNED « Maintain lifecycle traceability RS st it
Requi n d + Govern material exceptions « Validate Exception Rules + Imp Evide Requit
s vl Sointandes i * Improve decision readiness NTEMY, VALEWTION, {15= 2% tha Spoyor lotect g VaRdiow Accowntatasty Bequierénts + Preserve version history and rationale
+ Define Evidence Requirements « Evaluate Total Cost of Ownership P! AND Validation Plan * Validate Evidence Requirements g id
« Record governing rationale against intended value 2/ Exotect intanced vaue DETERMINATION | + Review material validation findings | EVIDENCE AND DETERMINATION £ Revaldate affacted Sponece Intant
: blish Sponsor deter 3 « Preserve traceability into contracting S Bistain outiome-detaraingtion . gse zadm‘onal testing evu?em:a » . .Mamtaln traceability to
20 : * Use User Testing ded value
criteria authority + Review operational evidence s frived
+ Review Outcome Evidence SiSupport continued utcome
+ Document validation findings determination
« Escalate material exceptions
/ ) « Preserve evidence lineage ) _
What success means, what must The CFO and Executive Sponsor + Support Executive Sponsor determination Monitoring is continuous.
O change, what must remain true, V) Investment, Solution Selection, (V) Prevent avoidable cost and value retain authority over the investment S i % Improvement is continuous.
B o L Z B g =2 Validation is sompling-based during
and how achievement will be scope, and commercial commitments erosion before ambiguity becomes decisions, governed changes, plonned events defined by the Sponsor
determined become explicit, improve before contractual embedded in implementation validation strategy, and Intent Validation Plan.
g i bl i are made. and operations. determinations that matter. p — - ~
and durable. @ The Sponsor Intent Validation Plan @ The approved investment case
coordinates evidence, Sponsor Intent remains connected to operational

reality, governed improvement,

and sustained intended value.

Test Cases, findings, exceptions, and
Sponsor determinations. ‘

) Requirements drive capobility testing.
b < == — = Sponsor Intent drives the validation strategy.

THE CFO-TA KEEPS SPONSOR INTENT CONNECTED
THROUGHOUT THE TRANSFORMATION PROGRAM LIFECYCLE

The CFO-TA connects Sponsor Intent to requirements, commercial commitments,
implementation decisions, validation plans, Sponsor Intent Test Cases, evidence, > St
findings, improvement actions, operations, and Sponsor determinations. improvements, and outcome determination.

THE EXECUTIVE SPONSOR GOVERNS THE LOOP.

Human decision authority remains explicit across Sponsor Intent,

consequential decisions, approvals, validation standards, governed

© 2026 Alentra Advisory LLC. All rights reserved.



The Economics: Reduce Avoidable Cost Before It ALENTRA
Becomes Transformation Waste ADVISORY

Clearer Business Intent improves decisions and reduces the implementation effort, rework, change orders,
operational inefficiency, and Al misalignment created by ambiguity.

Traditional program

~$5.IM true cost A bid you can believe. Far lower true cost.

~$1.0M net savings at the model midpoint, roughly 20 percent of true program cost

Value delayed - Avoided change orders cover the fee
Largely avoidable. With the CFO-TA 2 . 3 to 4 L OX Avoided change orders + CFO-TA fee
Surfaces about ~$4.0M true cost ~$770k avoided vs a ~$238k fee

four months in.

Change orders,
rework, retest

I coafee Total return on the CFO-TA fee

Residual change 3 o 6 to 8 " 5x Total business value + CFO-TA fee
orders ~$1.5M value on a ~$238k fee

Less planned internal effort (~$110k)
~ 90/ Avoided rework is counted separately,
o ]

in the returns above

Internal team
Internal team

— — — comparable bid — — —

The only Sponsor-side party at the table
with no financial interest in the overrun.

Implementation bid

(accurate at signing)

Implementation
bid

lllustrative, full ERP Program, model midpoints, 66 percent net avoidance of avoidable waste.
Business intent governs 10 to 20 percent of requirements that determine execution behavior.

© 2026 Alentra Advisory LLC. All rights reserved.
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5 Reasons to License the CFO-TA

Give Executive Sponsors an Al-powered platform purpose-built to establish and govern Sponsor Intent, strengthen
consequential decisions, preserve lifecycle alignment, govern Sponsor Intent Validation, and determine whether
intended outcomes were achieved.

/ THE CFO-TA Purpose-built for the Sponsor-owned resp ies and sential d 1s that materially influence
O The Al-powered Transformation S gy, Solution Selecti: SOW scope, cial i impl i i
Executive Sponsor Platform validation strategy, i ded ot and ined op | value.
=T N7 N7 N7
GIVE EXECUTIVE ‘ ESTABLISH AUTHORITATIVE ‘ o PROTECT THE o PRESERVE ALIGNMENT e GOVERN SPONSOR INTENT
SPONSORS A SPONSOR INTENT | TRANSFORMATION THROUGHOUT THE VALIDATION
PURPOSE-BUILT PLATFORM INVESTMENT LIFECYCLE ‘1
—

EC

Establish and govern the Sponsor-owned

&

Equip Executive Sponsors with an ansform leadership ions into Use approved Sponsor Intent to Keep Sponsor Intent connected to  stragy owere
Al-powered platform designed around explicit, actionable, refernccoable, strengthen Transformation gy quil if * being m P
the Sponsor-owned responsibilities that ibl bl i Solution Selection, SOW scope, imple i isi idati outcome validation.

traceable, and durable Sponsor Intent
before consequential commitments

VALIDATION STRATEGY

materially influence transformation

p
decisions, and intended value before and Sponsor determinations.

PP Create the Sponsor Intent Validation Plan
and it are made. contractual commitments are made. Define planned validation events
+ Preserve the authoritative Sponsor-owned Define the sampling approach
* Govern Business Intent, Scope Intent, + Define intended outcomes * Evaluate i and il Esu_blinh Spov.uor-appqvved validation standards
and Transformation Approach Intent + Define required business changes approaches 5 ) ol Define validation participants

Define evidence colloction activities
PONSOR INTENT TESTING
Perform Sponsor Intent Testing
Execute Sponsor Intent Test Cases
Validate Sponaor Intent Assots
late Conditions of Success

g
Govern material decisions and exceptions
Maintain lifecycle traceability

Monitor alignment continuously

Identify material intent drift

Evaluate delivery partners
Expose delivery assumptions
Strengthen Solution Selection
. gthen SOW scope

.

Establish and manage Sponsor Intent
Preserve Executive Sponsor authority
Apply Business Intent Design

Support consequential decisions .

.

Establish Conditions of Success
Define Decision Boundaries
Define Exception Rules

.
.
.
.

.
ces e n s eeens

Produce Sponsor-grade deliverables
Rovern the Sponsor Intent lifecycle
& intain the 5 5
Sponsor System of Record

Define Evidence Requirements * Govern material tradeoffs

Record governing rationale
Establish Sponsor determination criteria
Create Sponsor Intent Assets

Connect commercial commitments
to intended outcomes

Evaluate Total Cost of Ownership
against intended value

Review emerging evidence
Improve Sponsor Intent through
governed decisions

Preserve version history and rationale

Validate Decision Boundaries
late Exception Rules

ote Accountability Requirements
« Validate Evidence Requirements

EVIDENCE AND DETERMINATION

Use traditional testing evidence

Use User Acceptance Testing evidence
Review operational evidence

Review Outcome Evidence

. across
and delivery changes

Preserve decision rationale
Reduce avoidable cost and value erosion

Monitoring is continuous.
Improvement is continuous.

Preserve evidence lineage
Support Executive Sponsor determination

@ A dedicated Executive Sponsor
Platform for the responsibilities

| A durable Sponsor-owned
‘ that determine transformation

|

|

governing reference for what the
Transformation Program must
achieve, what must change, what
must remain true, and how
achievement will be determined. [

@)

Stronger decisions before ambiguity
@ and uncontrolled interpretation

become embedded in

implementation and operations.

Validation is sampling-based during planned
events defined by the Sponsor Intent Validation Plan.
Test Casee, Validation Findings, material
and Sponsor i

‘ Requirements drive capability testing.
Sponsor Intent drives the validation strategy.

What leadership approves remains
to what is

purpose, commitments, validation,
and intended outcomes.

The Sponsor Intent Validation Plan

improved, and evaluated. coordinatas evidence, Sponsor Intent

THE EXECUTIVE SPONSOR GOVERNS THE LOOP.
Human decision authority remains explicit across Sponsor Intent,
consequential decisions, approvals, validation standards,
governed improvements, and outcome determination.

Modeled economic value from stronger Sponsor Intent,
improved Solution Selection and commercial commitments,
reduced avoidable cost and value erosion, preserved lifecycle
alignment, governed Sponsor Intent Validation, and
sustained intended value.

SEGREGATION OF DUTIES PRESERVES SPONSOR AUTHORITY AND VALIDATION INDEPENDENCE
o DELIVERY ORGANIZATIONS OPERATING TEAMS
Intent. Approve the Sponsor Intent

Design and implement the solution Sustain approved changes
within approved Sponsor Intent, and provide operational context,

Validation Plan and retain outcome-

determination authority. and

TOTAL RETURN:

3.6 - 8.5x

EXECUTIVE SPONSORS
Define, approve, own, and govern Sponsor

VALIDATION PARTICIPANTS
Execute authorized validation acti 'S,
produce evidence, document Validation

Mtaninq-Aligncd Requirements, implementation feedback, Findings, and evaluate Sponsor Intent
and evidence. against Sponsor-approved standards.
The same parties should not define success, deliver the solution, control the validation strategy, and determine whether Sponsor Intent was achieved.
LICENSE THE CFO-TA TO GIVE EXECUTIVE SPONSORS THE EXECUTIVE SPONSOR GOVERNS THE LOOP.
THE PLATFORM THEIR RESPONSIBILITIES REQUIRE Human decision authority remains explicit throughout

the Transformation Program lifecycle.

The CFO-TA holps Exocutlve Sponoore centnilhn and gopenn Spocsor Intents

© 2026 Alentra Advisory LLC. All rights reserved.



Why Alentra

ALENTRA

ADVISORY

The CFO-TA is backed by more than 35 years of enterprise transformation experience across more than 185
Transformation Programs. Alentra brings an independent Business-Side perspective, Executive Sponsor focus, and a
platform purpose-built to preserve Sponsor authority throughout the Enterprise Transformation Program lifecycle.

Extensive Transformation Executive-Level Transformation
Experience Leadership

® Experience across more than
185 ERP, CRM, analytics,
automation, Al-enabled
operations, and business
process modernization
Transformation Programs

® Experience supporting mid-
market and Fortune 500
organizations

¢ Transformation Programs
spanning multiple industries
and five continents

e Experience across strategy,
Solution Selection, contracting,
implementation, validation,
operations, and continuous
improvement

185+ Transformation
Programs Across the
Complete Lifecycle

© 2026 Alentra Advisory LLC. All rights reserved.

e More than 35 years of
enterprise transformation
experience

e Former Consulting Partner at
Accenture

e Former Consulting Partner at
Armanino

e Experience leading and
advising complex, high-value
Transformation Programs

e Practical knowledge of the
decisions, commitments, and
governance responsibilities
Executive Sponsors already
own

35+ Years of Executive
Transformation
Experience

Creator of The Executive

Sponsor Platform

* No software resale revenue

* No implementation revenue

* No referral fees

¢ Independent from software
vendors and implementation
providers

* Preserves Segregation of
Duties across outcome
definition, solution delivery,
and outcome validation

e Economics aligned with
Executive Sponsor outcomes

Independent by Design.

Accountable to the
Executive Sponsor.

Expert Thought Leader

¢ Founder of Alentra Advisory

e Creator of The CFO
Transformation Agent

e Creator of Sponsor Intent
Lifecycle Management

e Pioneer of Business Intent
Design and Intent Governance

e Author of ‘Business Intent
Design’ and ‘The Missing
Layer’ books (coming soon)

e Published thought leadership
focused on Executive Sponsor
authority, Sponsor Intent, and
transformation governance

Creator of Sponsor Intent
Lifecycle Management and
The CFO-TA

22



SEE THE CFO-TA IN ACTION - ALENTRA

|
‘ ADVISORY
|

If you are preparing for or actively evaluating a major ERP, CRM, analytics,
automation, or Agentic Al transformation, request a walkthrough of The CFO-TA.

See how the Al-powered Executive Sponsor Platform helps Executive Sponsors:
— Establish Business Intent, Scope Intent, and Transformation Approach Intent
as authoritative Sponsor Intent

— Create Sponsor Intent Assets that make leadership expectations explicit,
actionable, governable, validatable, traceable, and durable
— Strengthen Solution Selection, SOW scope, commercial commitments,
and consequential decisions before implementation begins
— Preserve alignment across contracting, implementation, validation, |
operations, and continuous improvement ‘
— Create a Sponsor Intent Validation Plan that connects Sponsor Intent with
traditional testing, User Acceptance Testing, Sponsor Intent Test Cases,
operational evidence, and Outcome Evidence

— Review Validation Findings, govern material exceptions, and support

Executive Sponsor outcome determination
— Maintain Executive Sponsor authority throughout the Transformation -

Program lifecycle

The same Sponsor-owned responsibilities Executive Sponsors have always held, The Al-powered Executive Sponsor Platform

now supported by a platform purpose-built for guidance, methodology, authoring,
analysis, deliverable production, validation, review, coordination, decision support, ‘

continuity, and Sponsor Intent Lifecycle Management. ‘ (@/)
i ()

Establish Sponsor Intent

i ~4=—{~ REQUEST A PLATFORM WAINLKTHROUGH

Evaluate The CFO-TA against an upcoming or active Transformation Program \

Preserve lifecycle alignment

_) and see how Sponsor Intent can govern decisions, validation, evidence, = G l d t.
improvement, and outcome determination. ‘ 7Q overn validation
See how the Sponsor Intent Validation Plan connects capability evidence ‘ 3
) with Sponsor-owned validation. ) { a 4 Determine outcomes
CONTACT
R)Tmi—cl:izl:nglaenntra Advisory Requirements drive capability testing.
= Craator of The CEO Transformation Agent Sponsor Intent drives the validation strategy.
tim@alentraadvisory.com
@ www.alentraadvisory.com
LICENSE THE CFO-TA TO GIVE EXECUTIVE SPONSORS N\ THE EXECUTIVE SPONSOR GOVERNS THE LOOP.
JHE T ATEORM THE‘IR RESPONSIB'.L'TIES REQUIRE f a ‘ Human decision authority remains explicit throughout
The CFO-TA helps Executive Sponsors establish and govern Sponsor Intent, the Transformation Program lifecycle.
protect transformation investments, preserve lifecycle alignment, govern s

Sponsor Intent Validation, and determine whether intended outcomes weree achieved.




APPENDIX

Additional Detail for Transformation Leaders,
Technology Leaders, and Executive Sponsors

Detailed views of Sponsor Intent drift, governed participation,
enterprise architecture, lifecycle activities, and CFO value.

ALENTRA

ADVISORY

© 2026 Alentra Advisory LLC. All rights reserved.
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Why Sponsor Intent Drifts Through Implementation

Without an authoritative Sponsor-owned reference, Sponsor Intent is repeatedly interpreted, translated, and reshaped as
work moves from strategy through Solution Selection, contracting, implementation, validation, and operations.

REALITY TODAY: Interpretations accumulate when Sponsor Intent is not continuously governed WHEN INTERPRETATION

. : ; ACCUMULATES
. © @ & O v (| B oo
-» - -» -»> -»> -»> =9 o Assumptions replace intent
Corporate Sponsor Solution Contracting Requirements Implementation Validation Operations * Requirements disconnect
Strategy Intent Selection and SOW and Design J from outcomes
X « Business Intent > = ;  Scope expands
oScopeintent. ... ... R R —~ CEERRE R P s s Qe P ¢ Commercial commitments
« Transformation & i B 5 5 G diverge
E : Approach Intent 0”‘“'“‘?5 ) Scope PP ey o peratfona e Validation reflects delivery
xpectations = translated into interpreted decisions tradeoffs standards convenience interpretations
interpreted capabilities embedded made reinterpreted reshapes intent

THE MISSING GOVERNING REFERENCE

Operations move away from
approved Sponsor Intent

Sponsor Intent is established but not continuously governed against implementation and operational reality.
Without an authoritative Sponsor-owned reference, implementation can remain active while moving away from
the transformation leadership intended to authorize.

A

THE CFO-TA GOVERNING MODEL: Sponsor Intent remains authortiative throughout implementation and operations

(W — =\
WHEN SPONSOR INTENT
REMAINS AUTHORITATIVE

'. h @ ( ) -9 ¢ Preserved alignment
s
I i @ a Ij:l @ ¢ Governed consequential
‘ > > [ i i > > - decisions
Corporate Business Sponsor Sponsor Solution Implementation Sponsor Operations and N
Strategy Intent Design Intent Assets Intent Selection and Intent Continuous P _
5 \ . Approval | Contracting Validation Improvement * Sponsor-approved validation
- — = * Business Intent e Sl J J y el 2
AR o Tr ble Outcome Evid
. 0) N
. Tra:fo"naﬁon i ® ® ¢ Continuously improved
Approach Intent Approved Sponsor Intent remains the governing reference Outcome Evidence informs Sponsor Intent
throughout the Enterprise Transformation Program lifecycle. ¥. governed monitoring, improvement, e Sustained sanal ali
= 2 8. P g
and proof of Sponsor Intent. \ J
SPONSOR INTENT GOVERNS THE PURPOSE EXECUTION SYSTEMS ARE EXPECTED TO ACHIEVE -
The CFO-TA is an independent, Business-Side
e ERP and Workflows and Al-Enabled Validation and Executive Spopsor Platform that govermns purpose.
m Enterprise Platforms " Automation Operations Evidence Systems Execution systems govern behawgr.

THE CFO-TA

Intent Governance governs purpose. | E governs

The CFO-TA continuously governs the relationship between
Sponsor Intent and execution throughout the Enterprise A
Transformation Program lifecycle. :

r .\ The Executive Sponsor
A/  governs the loop.

The CFO-TA helps ensure that implementation decisions, operational processes, automation, governance activities,
and Al-enabled operations remain aligned with approved Sponsor Intent.

® ) ° Systems, workflows, automation, and Al-enabled operations execute aihfovsd :
dEhn :

Y

and established human decision authority.

© 2026 Alentra Advisory LLC. All rights reserved.
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Establish Sponsor Intent Independently.
Then Collaborate Through Governed Participation.

The CFO-TA preserves Executive Sponsor authority while enabling delivery organizations, operating teams, and

other stakeholders to contribute evidence, context, and expertise through controlled access.

SEGREGATION OF DUTIES PRESERVES INDEPENDENCE BETWEEN OUTCOME DEFINITION,
SOLUTION DELIVERY, AND OUTCOME VALIDATION

The same parties should not define success, deliver the solution, and determine whether success was achieved.

WITH THE CFO-TA: COLLABORATE THROUGH GOVERNED PARTICIPATION

The Executive Sponsor establishes the governing reference before
consequential commitments are made.

WITHOUT AN INDEPENDENT SPONSOR-OWNED REFERENCE

Leadership expectations become shaped by solution options
and delivery interpretations.

4. APPLY SPONSOR
INTENT TO EXECUTION

5. VALIDATE AND
IMPROVE

3. ENABLE GOVERNED
PARTICIPATION

2. CREATE THE
GOVERNING REFERENCE

1. ESTABLISH
SPONSOR INTENT

1. REVIEW 2. INTERPRET 3. EMBED 4. AUTHORIZE

SOLUTION OPTIONS

POSSIBILITIES

— )

ASSUMPTIONS

COMMITMENTS

THE EXECUTIVE SPONSOR HAS ESTABLISHED AN INDEPENDENT GOVERNING REFERENCE.

»

s - ca

- bl - Qo

Available capabilities Vendor experience, Early interp Decisions are made Define Business Intent, Develop Sponsor Intent Delivery
and demonstrations defaults, and delivery become reflected in before Sponsor Intent Scope Intent, Transformation Assets, Core Business operating teams, and Selection, SOW scope, outcomes against
establish the assumptions requirements, scope, is sufficiently explicit Approach Intent, Conditi Definitic M g other stakeholders commercial Sp pp d
initial frame. influence design, and and governable. of Success, decision Aligned Requirements, contribute expertise, requirements, design, standards, Conditions
expectations. commercial boundaries, and evid lidati quil id perational impl ion decisi of Success, validation
commitments. requirements. and Sponsor approvals. context, and solution and operations against requirements, and
Outcome definition, solution design, and validation authority become blended Tiis Bacutive Sponsor SIS maintaiis the :::::;::'::2: approved Sponsor Intent. Outcome Evidence.
THE STRUCTURAL RISK: SOLUTION OPTIONS, DELIVERY ASSUMPTIONS, AND owns and app iative Sponsof intent Contribution does not Delivery organizations Sponsor Intent remains
COMMERCIAL PRESSURES CAN SHAPE THE DEFINITION OF SUCCESS BEFORE Sponsor Intent. repasitory and governance transfer Sponsor execute within approved h hrough
workspace. authority. Sponsor Intent. the lifecycle.

A

BENEFIT: EXPERTISE STRENGTHENS EXECUTION WITHOUT REDEFINING SPONSOR INTENT.
The Executive Sponsor governs purpose. Delivery organizations contribute expertise and execute.
O are | d against Sponsor-approved standards.

What is d d infl what is req d
What is requested influences what is contracted.
What is contracted influences what is ultimately accepted.

RESULT: SPONSOR INTENT REMAINS THE GOVERNING REFERENCE THROUGHOUT
THE ENTERPRISE TRANSFORMATION PROGRAM LIFECYCLE.
The CFO-TA continuously governs the relationship between Sponsor Intent and execution.

RESULT: IMPLEMENTATION CAN MOVE AWAY FROM

WHAT LEADERSHIP INTENDED TO AUTHORIZE.

h Solution Sel 1 dati

SOW scope, ial i and mil

@ ESTABLISHES AN INDEPENDENT BUSINESS-SIDE GOVERNING REFERENCE BEFORE CONSEQUENTIAL COMMITMENTS ARE MADE e i = : P

WHY DELIVERY EXPERTISE STILL MATTERS

HOW PARTICIPATION IS GOVERNED
« Governance Participants create, modify, review,

+ Solution and implementation expertise
ol ing of avail it aPF""'-t"e- and 9"_".9"‘ SP°“5°.' ‘“te’: » Productive use of implementation expertise « Delivery design and impl:
S Epa with ootnp " ; - rational input ;nd bups":::‘secontext *: Consi f foridemos; propocal the soluton
PR ledge of technical and S| " ;P: PI put, - d - - options, and decisions * Operating teams contribute context and evidence
G4 * Reference Participants view and search approv o T bl luati . 3
. Ability to evaluate implementation alternatives raceable evaluation of tradeoffs and changes * Outcomes are validated against
ity P Sponsor Intent outputs Sponsor-approved standards

+ External Reference Participants receive controlled
access to approved outputs and governed artifacts

Expertise informs execution. It does not own Sponsor Intent.

¥
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ESTABLISH SPONSOR INTENT

THE GOVERNING

Executive Sponsor-owned
and approved.

MODEL

Governance authority remains concentrated.
Q CREATE THE GOVERNING REFERENCE

Authoritative, accessible,
traceable, and durable.

solution delivery, and outcome validation

* Preserves i among

WHAT GOVERNED PARTICIPATION ENABLES
+ Independent Sponsor-owned definition of success

* Sponsor-approved validation and Outcome Evidence
* Broad visibility without uncontrolled authoring rights

Clear authority. Productive collaboration.
Governed decisions.

&5

COLLABORATE THROUGH
GOVERNED PARTICIPATION

Expertise, evidence, and context
strengthen execution.

PRESERVES SEGREGATION OF DUTIES
« Executive Sponsor defines and governs success

* The same party does not control definition,
delivery, and validation

Independent governance strengthens
accountability and confidence.

VALIDATE AGAINST
SPONSOR-APPROVED STANDARDS
The Executive Sponsor

governs the loop.




Where the CFO-TA Sits in the Enterprise Architecture
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The CFO-TA is the independent Business-Side Executive Sponsor Platform that connects Sponsor Intent with the
teams, governance functions, and execution environments responsible for carrying it into reality.

EXECUTIVE SPONSOR AND GOVERNANCE PARTICIPANTS

o

. ion and evid .

Review Outcome Evidence <

* Own, approve, and govern Sponsor Intent + Govern consequential decisions + Approve material changes and exceptions

The Executive Sponsor
governs purpose and

SPONSOR
INTENT

Defines what success
looks Bke and what

must remain true.

‘d) Business Intent

{l’; Scope Intent

q Determine whether i were retains final authority.
SPONSOR INTENT
The ive Spe d of purpose and the governing foundation of the Transformation Definition
Ry

BUSINESS INTENT

+ Required business changes _J

e

Required inclusions -

Intended outcomes What must remain stable

Rationale - ‘ Boundaries
J ‘\ /

Conditions of Success Decision Boundaries

@

TRANSFORMATION APPROACH INTENT

Validation approach +
Continuous improvement expectations

Transition into operations

Q9
(€<p)

Evaluation approach

5 Kytesiyoral
wr———

Intent remains the governing reference throughout the Enterprise Transformation Program lifecycle.

E_:}'..

Ed Evidence Requirements

GOVERNED |

MALIGNMENT
©

Connects consequential
decisions, execution,
validation, and
evidence to approved

Sponsor Intent.

PP P!
L KEY ELEMENTS OUTPUT 4
@ EUS'INEslS'L':TENT DE(S'I'GN i Outcomes + Required changes + Rationale * Scope boundaries = Approved Sponsor Intent
ransforms leadership expectations into 5 AT X Y, 2 - 4
INTENT | a pReit, goramable Sponsce Iitet bafore Approach + Conditions of Success - Decision boundaries | @ B:r;s: I;i!ent.ﬁS::pe Intent, e N
GOVERNANCE consequential commitments are made. 2 » Evidence ;wml: I::'.': o (’7
— Governs THE CFO-TA KEY ELEMENTS OUTPUT : 3 l ')
Purpose The Al-powered Executive Sponsor Platform Sponsor Intent Lifecycle + Governed ial decisions [ Sponsor Intent Lifecycle
—> Continuously governs the relationship between Sponsor-approved validation + Governed participation ~.9 Mecigarment Studic (SMS) CONTINUOUS
Sponsor Intent and execution throughout the Sponsor-grade deliverables + Leadership Signals (Micro-Videos) The '{""“"::"" Sponsor Intent
Enterprise Transformation Program lifecycle. Outcome Evidence traceability + Segregation of Duties repository and governance workspace IMPROVEMENT
{ Establish + Preserve - Validate i i
roved learnin
OUTCOME - Monitor ~ Improve - Prove A App 9
EVIDENCE P Al GOVERNANCE KEY ELEMENTS Al antifacts, improves Sponsor Intent
I.ll Establishes policies, risk requirements, Policy =+ Risk Compliance Audit @ IR by the onganisstion's established govemed through governed
x — standardh, sthica roquiromants, approvals, and SRR M"-“’ rgan % dotice while
Provides traceable S accountakiitty governing enforpeite Al Sy facrnmence. governance functions. decisions,
idence used t PLATFORM AND RUNTIME GOVERNANCE x paaysy preserving authority,
s St ? Applies approved tochnical control, guardroils, Guardrails  + Runtime controls +  Security controls Governad Rustin, Enrvirorenant :’:‘" 9 e R ]
evaluate alignment G socurity policias, monitoring, and enforcomont Monkoring +  Enforcement +  Platform policies 09:;:::1 by the ofgw‘::lwn 's platform, lnu:d .
and intended within enterprie platforms architacture, securhty, and technology teams. Sl traceability.
AGENTS AND ORCHESTRATION . S A participa
outcomes. a ‘. g =c e etions: :m:ts’m; d::'i’“ teams - f)rd\:v-nm o Coordination €8  Authorized Agent Decisions and Actions
s = <ollaboration. orehestration. and sctions. i st o chion eoerution
i
o TestCases a E&' fosipudsscsioopi Workfiovs e, *furiomaion’ o | Pracats esecution o Operational Process Execution
A intogrations, and eviometion of acale. System integration +  Operational controls
. Validaton Findings §5  Froviestm optisiom, o insionrs, Applicatons + Data + APls_+ _Intogratins (O e Technolgy Senices
7 NP identhy, intagretion, snd securky capebition. Infrastructure  + identity + Security Support enterprise execution environments.
* Executive Sponsor v
Determination '
SEGREGATION OF DUTIES PRESERVES INDEPENDENCE GOVERNED PARTICIPATION
[ EXECUTIVE SPONSOR DELIVERY ORGANIZATIONS o) OPERATING TEAMS VALIDATIVE. (o) Oo %)  RereRence EXTERNAL REFERENCE
Ul Defines, spproves. and = Design and implement - ( [ Jo i approved chenges and =P Evolurte eteation platforms. c— Y Q PARTICIPANTS PARTICIFANTS
‘ @ governs Sponsor Intent. @ solution. I \\ provide opecatzonal context and evdence. aguret Sporsicr acrenty. - Crato, madidy, review, ;:M-mm View and voarch Recolvo controliod
Sponuee ntert. a0t busass contest. e outpts. extputs and governed
The same parties should not define success, deliver the solution, and determine whether success was achieved. A Siboat ""_"“‘
A CLIENT DATA THE CFO-TA DOES NOT REPLACE
BUILT FOR WORKS WITH WORKS WITH CLIENT-CONTROLLED REMAINS PRIVATE B Eorsor eeet R e AP s e et fmciions
(‘Q EXECUTIVE SPONSORS ’o ° EXISTING TEAMS @ EXISTING PLATFORMS SECURITY Clent-specific Sponsor Intent, « Business and operating expertise  » Testing and quality platforms
C Purpose-built for the three -) Exinting toame retain their established @ ® The CFO-TA complements ERP, Identity, permissions, governed artifacts, Governance * Implomentation partners. * Enterprise execution systems
Sponsor-owned responsibilities. L DM eivery operatonst, govemance, and CRM, analytics, automation, Al, role-based access, and client Records, and persistent evidence « Program management (ERP, CRM, analytics,
assurance rosponsibilties. ‘work-management, testing, and security controls govern romain on client-controlled « Enterprise architecture automation, Al, etc.)
governance platforms. participation. infrastructure. The CFO-TA aupplles the missing Executive Sponsor

Gt
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The CFO-TA occupies the missing Business-Side governance position between Executive Sponsor-owned Sponsor Intent and the
enterprise teams, governance functions, and platforms responsible for execution. Intent Governance governs purpose.

Effective Enterprise Transfomation Programs require both.

2

The Executive Sponsor
governs the loop.

governance capability that connocts these teams and
platforms to approved Sponsor Intent.
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Where The CFO-TA Operates Across the Enterprise
Transformation Program Lifecycle

The CFO-TA supports Executive Sponsors from initial leadership direction through Solution Selection, contracting,
implementation, validation, operations, continuous improvement, and outcome determination.

SPONSOR INTENT

The Executive Sponsor-owned expression of purpose and governing foundation of the Transformation Definition.

SCOPE INTENT TRANSFORMATION APPROACH INTENT
Defines what must change, Defines leadership expectations for evaluation,
what must remain stable, required governance, implementation, validation,

BUSINESS INTENT
Defines intended outcomes,
required business changes,

rationale, and evaluation and b transition into operations, and
expectations. continuous improvement.
DECISION BOUNDARIES | [ ) ACCOUNTABILITY ‘ VALIDATION | Q EVIDENCE
° CONDITIONS OF SUCCESS ’ $ & EXCEPTION RULES n REQUIREMENTS REQUIREMENTS REQUIREMENTS
APPROVED SPONSOR INTENT REMAINS THE AUTHORITATIVE GOFERNING REFRESE AN, ACROSS PAN, SOURCE, IMPLEMENT, VALUE REALIZATION, AND OPERATIONS.
SPONSOR INTENT VALIDATION ACROSS THE TRANSFORMATION PROGRAM LIFECYCLE
PLAN SOURCE IMPLEMENT VALUE REALIZATION OPERATIONS
Establish the initial aQp Refine the validation Generate evidence Conduct planned f\ Monitor continuously,
Sponsor Intent M@ strategy, evidence and execute planned validation events and improve continuously,
Validation Plan. commitments, and Sponsor Intent support Sponsor u and revalidate affected
Sponsor Intent Test Cases. Test Cases. determination. Sponsor Intent.

o PLAN SOURCE e IMPLEMENT VALUE REALIZATION e OPERATIONS
TRANSFORMATION STRATEGY SOLUTION SELECTION GOVERN IMPLEMENTATION PROVE OUTCOMES SUSTAIN INTENT
Estabfish the Sponsor Intent Evaluate agoinst Sponsor Intent. Preserve alignment through delivery Determine whether intended Preserve alignment and sustain
and validation foundation. stfinm vt cafitmes Contract with carky, and generate governed evidence. outcomes were achieved. intended value as operations ovolve.
+ Strategic objectives © Spomor Intont-algned evabusbon riteria * Moaning-Aligned Requirements  Sponsor Intent Validation Plan ® Operational processes
‘ o Solution and partner evaluation « Solution design + Sponoor Intent Test Cases / o Systems and workflows
. ‘ o Evidenco-based demonstrations a + Configuration and development + Conditions of Succeos « Automation and Agentic Al
« Initiol assumptions and constraints N\, * Proposal avaluation * Dota and integrotion decisions Q * Declsion Boundaries & Exception Rules | * Policies and operating models
A « Buoiness Intent. Scope Intent, # « Matoriol tradeoft analysis » 0 * Worktiow and reperting decisions » + Accountability & Evidonce Roquirements » \ o pkavial aparationel chariped
« Transformation Approach Intent o) SOWsEoné + Automation and Agentic Al decisions . volidation events i Nl aaiitara
* Sponsor Intent Aseets SPONSOR + Commarcial commitments m’_’;x“‘"‘“:::’: b S e s + Oparational evidence
+ Moaning-Alignod Requirements INTENT * Delivery assumptions 5 Bt D o mm”’“l -:1 B Yde * Outcome Evidence continuity
+ Conditions of Succass + Contract alignment e e O B + Sponsor Intent refisement
+ Deciolon Boundaries & Exception Rules | BECOMES + implementation readiness s e « Velidation Findings * Validotion stratogy refinement
« Validation & Evidence Requirements ™E + Documented decision rationale VoS e ayiense. prorssmpis . « Revalidation when required
. determination criteria + User Accoptance Testing evidence * Matorial exceptions
Sponsor EVALUATION ¢ Sponsor approval packages « Delivery ovidence * Eancutive Sponoor review
sl ® Proposed testing and + Operationol readiness evidence + Sponsor determination THE ‘:i::‘ﬂ SU":‘?“LS"
evidence commitments. * Continuou oring ond r
THE CFO-TA SUPPORTS THE CEO-TA SUPPORTS + Intent drih identification
\ * Sampling-based validation ovents o Evi Py "
+ Traceabity, decidion routing, 3nd spprovals + Spomsor intert Teating e """“::'ml‘,':;_m i Manitaring is
¢ Traditional & UAT evidence coordination | Copabiity eviderce s + Enocute SITCs and evaluote standards e b tonal valideth continuous.
+ Exocuto plonnod SITCs and events ponerstod ey « Roviow teoting, UA, operotional, (snned oparational validation events
il | — — e Validation Findings and axcoptions Snplersontarion. and Outcome Boldence * Exocute atfectod SITCs Improvornent is
OUTPUT A OUTPUT = = * Improvement Actiens and readness Plonned valotion + Documant findings and exceptions * Revalidation of atfected Sponsor Intent continuol
A - « Leadership Signals (Micro-Videos) ctumion con dleo + Evidonce-tinoogo procorvation + Varsion history and retionale
A Sponsor-owned Tranaformation Strategy, A Sponsor-approved Solution Selection, i oty + Exvcutive Spontor determination support « Executivo Sponcor determination
governable Sponsor Intent foundation, commercial commitment structure, when required
and initial Sponsor Intent Validation Plan and refined volidation stratogy ( OUTPUT Indent Volldotion Plon.
for every dowostream decision and aligned with Sponsor Intent. A traceable implementation aligned with Sponsor s ouTPUT
wvalidation activity. Intent, supported by governed decisions, ovidence, Anavidorsa besad o ineti . Sponsor Infont presorved and
L /| _— J Validation Findings, and readiness for outcome i provineenaeck s sy timincncd] asiinally lmpriivol Waisuh pubaened
dotermination. preservod Sponsor Intont and achloved plannod fot et gtz
i, . = — y the intendod outcomes. ongoing oparatians.
(e =) |—

SPONSOR-GRADE LEADERSHIP LIFECYCLE ALIGNMENT

DELIVERABLES SIGNALS II AND OUTCOME

Produces esecutive-ready (MICRO-VIDEOS) ol Evioence

outputs, apprival Melntaina traceability,

packages, and Providna embodited mantlors slignmant, and

governance materials. bnawien Gposon supports Cuicome
moments. Evidence continulty.

BUSINESS INTENT
DESIGN

SPONSOR INTENT
LIFECYCLE
Tranaforms leadership MANAGEMENT
expectations into Extablichas, provarves,
explicit Sponsor Intent. velidetns, monitors,
Improves, and proves
Sponsor lntent

@ SPONSOR INTENT LIFECYCLE MANAGEMENT STUDIO (SILMS)

GOVERNED
CONSEQUENTIAL
DECISIONS
Routes materlal decisions,
changes, enceptions,
tradeotfs, and approvals.

GOVERNED
PARTICIPATION
Provides cantrolied
accesa for Governance,
Contributor, Refarence,
and External Refarance
Participants.

SPONSOR INTENT
VALIDATION a
AQ

p=y |
[.’«_Q Plons volidation, coordinates
evidonce, mupporta Sponsor
Intant Toating, prosarves
Validation Findings, and
supports Sponsor determination

Client-specific Sponsor Intent, governed artifacts, Governance Records,

v Sponsor Intent Validation Plana. Sponor Intent Test Caaes, validation materials,
4 = Outcome Evidonce references, Sponaor approvals, version history, and

and S sor System of Record. o " o aSE Y

S isishotso evidence remain stored on the slient's infrastructure,

The authoritiave Sponsor Intent rep

.) EXECUTIVE SPONSORS SEGREGATION OF DUTIES PRESERVES SPONSOR AUTHORITY AND VALIDATION INDEPENDENCE VALIDATION PARTICIPANTS

‘Cl‘ Define, approve, own, and govern Sponsor Intent. Design and implement the solution within OPERATING TEAMS Execute authorized validation activities, produce

9 Approve the Sponsor Intent Validation Plan Q approved Sponsor Intent, Meaning-Aligned . Sustain approved changes and provide evidence, document Validation Findings, and
and retain outcome-determination authority. i ies, and i “ ional context, i i evaluate Sponsor Intent against Sponsor-

commitments.
The same parties should not define success, deliver the solution, control the

feedback, and evidence.
strategy, and determine whether Sponsor Intent was achieved.

approved standards.
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