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FOUNDATIONS

Enterprise Al Begins After the Demo

Every week introduces another model.
Another capability.
Another impressive demonstration.

Artificial intelligence has become one of the fastest-moving areas in enterprise technology. Most
demonstrations answer the same question. Can we build it? Enterprise adoption introduces a different
guestion. Can the organization depend on it? That question changes the conversation. The discussion
shifts away from models and toward architecture, security, governance, operations, production readiness,
and business ownership.

A successful proof of concept demonstrates that a model works. Enterprise adoption determines whether
the organization is ready to depend on it. In the mature enterprise environments described throughout this
publication, that distinction became increasingly apparent. The enterprise platform already existed.
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Al inherited an existing enterprise platform — it did not create one.

Instead of building enterprise capabilities specifically for Al, the discussion shifted toward understanding
how Al would operate within capabilities that already existed. Platform maturity changed where the work
was concentrated. The conversation became less about building enterprise foundations and more about
extending them. None of these are Al capabilities. They are enterprise capabilities. The challenge was no
longer building enterprise foundations. It was determining how Al would operate within them. That is where
enterprise Al begins.

1
The proof of concept is no longer the destination. It becomes the

handoff.
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THE ROLE

The Enterprise Integrator

Enterprise Al adoption brings together architects, engineers, infrastructure, security, networking,
operations, vendors, business stakeholders, and executive leadership. Each contributes essential
expertise. The greater challenge is maintaining alignment as priorities evolve, dependencies emerge, and
decisions accumulate. This is where Technical Program Management creates its greatest value.
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The Integrator connects expertise into alignment.

1
The Enterprise Integrator doesn’t build Al. The Enterprise Integrator

enables the enterprise to adopt it.
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THE PLATFORM

Platform Maturity Changes the Conversation

As Al initiatives moved beyond proof of concept, three enterprise disciplines consistently shaped nearly
every discussion — security, architecture, and operations. Not because atrtificial intelligence required an
entirely new enterprise platform, but because mature enterprise platforms had already invested in those

capabilities.
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Al inherits the platform rather than rebuilding it.

Those capabilities didn’t eliminate the work required to adopt Al. They changed where the work happened.
Instead of asking what to build, the conversation increasingly became a question of inheritance — across
Development, Test, Stage, and Production.

1
What can Al inherit from the platform we already trust?
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REALITY CHECK

Enterprise Security

One of the earliest enterprise discussions had nothing to do with large language models. It was about
Azure permissions. During one architecture review, the development team requested Owner access at the
Azure subscription level. From a development perspective, the request was understandable. Broader
permissions would reduce deployment friction and allow the team to move faster.

From an enterprise perspective, the request created a different set of concerns. The request was
eventually escalated. The discussion wasn’'t about whether the development team was trusted. It was
about whether an Al initiative should become an exception to enterprise security policy.

REALITY CHECK - AZURE SUBSCRIPTION OWNERSHIP

4 )
DEVELOPER REQUEST
Broader permissions Bypass governance controls
Less deployment friction Resources outside standards
3 Move faster ) Public-facing services

No exception. Al entered production under the same enterprise
standards — Terraform and Enterprise RBAC.

1
It was to ensure Al entered production under the same security standards as

every other enterprise capability.
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ARCHITECTURE

Enterprise Architecture

Architecture discussions followed a similar pattern. The initial assumption was that Al would require an
entirely new enterprise architecture. In practice, many of the foundational capabilities already existed. One
initiative illustrated this particularly well. The enterprise platform already provided hub-and-spoke
networking, APl Management, enterprise firewalls, private endpoints, identity services, and Infrastructure

as Code.
( APl Management >
<Hub-and-Spoke Networking) C Enterprise Firewalls )

( Identity Services ) ( Infrastructure as Code )
( Private Endpoints )

Very little new infrastructure was required.

The discussion became less about designing something new and more about determining where Al fit
within an existing architecture. Platform maturity changed the architecture conversation.

1
The platform had already solved many of the enterprise problems that

Al inherited.
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OPERATIONS

Enterprise Operations

Enterprise operations revealed the same pattern once the solution approached production readiness. The
guestion wasn’t how to operate Al. It became how Al operates within the enterprise processes that already
support every other critical workload. Rather than inventing an operating model specifically for artificial
intelligence, the organization extended proven operational practices to another enterprise capability.

ALREADY IN PLACE

@& Monitoring

Logging

Deployment pipelines
Operational dashboards

Runbooks

Production support

The operating model was already established.
The operating model remained consistent.

1
Al became another enterprise workload.
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DECISION MOMENT

Production Is a Process, Not an Event

Production readiness is often viewed as the final milestone of a technology initiative. In practice, it reflects
the quality of everything that came before it. One Change Advisory Board (CAB) review reinforced that
principle. The discussion didn’t begin with infrastructure. It began with the business. The Al solution
provided employees and field personnel with natural language access to internal knowledge, using
approved enterprise sources such as SharePoint, ServiceNow, and other internal systems.

MEETING SNAPSHOT - CAB PRODUCTION REVIEW

Architecture review completed
Security review completed
Cloud Operations review completed

Infrastructure deployed through Infrastructure as Code

CI/CD promoted through Development / Test / Stage

By the time Production was requested, very little remained to debate.

1
Production wasn’t the point where confidence was created. It was the

point where confidence was confirmed.
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BUSINESS READINESS

Capacity Becomes a Business Decision

Technical readiness is only one milestone in enterprise Al adoption. Business readiness is another. One
initiative highlighted that distinction particularly well. As deployment planning progressed, it became clear
that additional Al capacity would be required in the preferred Azure region before production could
proceed.

Architecture, security, governance, operations, and production readiness had already been worked
through. Deployment planning was progressing normally. Then the conversation changed unexpectedly.
We learned that Al capacity in the preferred Azure region was limited and that additional capacity would
need to be reserved before production could proceed. The discussion was no longer about architecture or
deployment. It had shifted to forecasting enterprise demand so Microsoft could plan regional Al capacity.

“ What is your projected demand for
the remainder of the year?

The technology was ready. The enterprise was ready. Capacity wasn'’t.
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CLOSING REFLECTION

Enterprise Capability Compounds

Artificial intelligence may be the newest chapter in enterprise technology. It is unlikely to be the last.
Throughout my career, the technologies have continued to evolve. The responsibility has remained
remarkably consistent. Helping the enterprise become ready for whatever comes next.
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Cloud Platforms Governance Operational Trusted Data Artificial
Maturity Intelligence

Enterprise capability compounds — each layer builds on the one before.

1
Al became another enterprise capability. Not the first. And it won’t be

the last.
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