® EXECUTIVE GUIDE o FOR CEOS © CIOS e CTOS » COOS * DIGITAL TRANSFORMATION LEADERS

Al Opportunity Mapping JNisol
& Transformation Strategy

A practical executive framework for identifying, prioritizing, and scaling Al initiatives —
mapped to Nisol Scorea + Nisol 3604

Target AudienceCEOs ¢ CIOs e CTOs e COOs e Digital Leaders FrameworkNisol Scorei, — The Al Maturity Audit (15 caps, 62 dims, 8 cohorts)
Length: 15 Pages ¢ Edition: Global Enterprise 2026 Nisol 360/ — The 30-360 Transformation Architecture



EXECUTIVE SUMMARY o NISOL SCORE™ DIAGNOSIS

Most Organizations Don't Fail
at Al Because of Technology.

Chase trends not outcomes — tools before business problems
Start with tools not problems — $1.4M wasted on Ul wrappers
Lack executive ownership — no board brief, no Minto Pyramid

Underestimate data challenges — no vector lakehouse, no CDC

Cannot connect Al to measurable ROl — no token economics

Successful Al transformations follow disciplined approach - Nisol 360™

1. Assess Readiness — Are we ready? - — 15 caps, 62 dims, 8 cohorts, 2.3 vs 4.4 benchmark
2. Identify Opportunities — Where is value? - Top 20 use cases matrix

3. Prioritize Investments — What first? = Quick Wins (Spark) vs Strategic Bets (Pro)

4. Build Business Case — CFO DCF - NPV/IRR/OPEX, X1.80 - %0.40 token economics

5. Scale What Works — 4 Gates - Accuracy >95%, Latency <2.0s, RBAC + PII

Gold Note: This guide provides practical framework — maps to Nisol Scoredi (diagnosis) + Nisol 3604 (prescription).

Scoreé, baseline included in every 3604 tier. No FREE — architect-validated.

73% 23vs4.4 $1.4M

FAIL WHEN <2.5 GLOBAL AVG VS LEADER WASTED ON WRAPPERS



Why Al Initiatives Fail — Common Failure Patterns

Maps to 4 Gates + Nisol 3604,

NISOL SCORE# DIAGNOSIS ® 73% POC FAILURE WHEN <2.5 « GLOBAL ENTERPRISE 2026 prevention system

1 Technology First Thinking

a No Executive Sponsorship

Al becomes IT initiative not business initiative — No board brief, no

a Poor Data Quality

Buying Al tools before business problems — building Ul wrappers with Models only as good as data — No vector lakehouse pgvector/Qdrant, no

no vector lakehouse, no CDC, no PIl gateway.

u Undefined Success Metrics

No measurement of value — No token economics X1.80/chunk, no
accuracy >95% gate, no NPV/IRR model.

EXECUTIVE INSIGHT

Minto Pyramid, no quarterly review.

e Change Resistance

Employees don't adopt — No OCM, no skills upskilling, no >40% time
reduction target, no no-blame exit.

CDC streaming, no hybrid BM25.

6 Pilot Paralysis

Endless pilots never scale — No 4 Go-Live Gates, no PoC Decision Gate,

no stop-the-clock mechanism.

Organizations that focus on business outcomes before technology selection are significantly more likely to achieve measurable ROl — maps to Nisol 360™ 4 Gates day 1 governance. Quick Wins first (Spark) funds Strategic Bets (Pro).
(Spark) funds Strategic Bets (Pro).




The Al Transformation Lifecyde—Nisol Score™ - Nisol 360™ et a0 150 260 4 GATEs - scORE eIoE 50
360™

BUSINESS QUESTION NISOL PRODUCT — #050F1E + GOLD MAPPING

Assess Are we ready? Nisol Score™ — 15 caps, 62 dims, 8 cohorts, 2.3 vs 4.4 benchmark — Included in every 3604,

Discover Where is value? Opportunity Matrix + Top 20 use cases - Top 3 - Top 1 — Quick Wins gold

Prioritize What should we do first? Quick Wins vs Strategic Bets + Financial Model CFO DCF 3-scenario NPV/IRR

Pilot Does it work? PoC Decision Gate + Accuracy >95% citation, Latency <2.0s, PIl gateway

Scale Can it be repeated? Nisol 360™ Spark/One/Pro/Enterprise 30-360 roadmap, RBAC/CDC, MLOps audit

Govern Can it be sustained? 4 Gates + RBAC + PIl + Zero public training + No-blame exit ® You own blueprint

Key Principle: Every stage should answer a business question — Maps to Nisol 3604 30/60/90/180/360 swimlane e If No - Stop-the-Clock prevents $1.4M waste ¢ 2/5 September Left for One



AI Opportu nity Matrix — Where to Sta rt Nisol 360 e Spark = Quick Wins gold  Pro = Strategic Bets #050f1e

2X2 — EFFORT LOW->HIGH / IMPACT LOW->HIGH — GOLD = QUICK WINS IDEAL FIRST-WAVE SPARK Quick Wins — High Impact Low Effort — Gold

Al Opportunity Matrix Ideal first-wave. 30 days Spark — 1 UC, Score baseline, Board memo, lakehouse blueprint — Gate 1. Momentum
to fund bets.

Quick Wina Stratege Bets @ Strategic Bets — High Impact High Effort
High Iimpact High Imgact
Low Effort Migh Effart F— ~ a2
Idual first-warve PR . nonton BN Require investment + governance. 90-180 days One/Pro — 3-5 UCs, DCF NPV/IRR, 4 Gates, RBAC/CDC, MLOps.
Nisol 360™ Spark Niss 380™ Pro

w (] Hgh

Low Priority / Reconsider

Lo

Limited value or avoid unless strategic. Score& Use Case Maturity flags these — don't waste tokens.

EXECUTIVE INSIGHT

Many orgs focus on strategic bets too early and miss momentum — Start with Quick Wins Spark (30d) then One
Most Popular 2/5 left.

Effert Low [) Mg



Examples of Al Opportunities — What Strong Candidates Have in Common

Nisol 3604 One 3 UCs — Pro 5 UCs — Enterprise Top 20

FUNCTION EXAMPLE WHY STRONG? NISOL 360™ MAPPING
Sales Proposal Generation — Minto Pyramid board brief Repetitive, High effort, Measurable

Customer Service Al Support Assistant — pgvector + BM25 hybrid Large volumes, >40% reduction
Finance Invoice Processing — 70% automation, 390h/mo Clear rules, Token %1.80->%0.40 ROI Example ¢ 147% IRR
HR Employee Knowledge Assistant — Pll gateway Governance critical, RBAC
Operations Workflow Automation — CDC streaming Repetitive, CDC + MLOps

Engineering Al Dev Copilot — Zero public training High manual, Scalable, Secure

MAPS TO NISOL 360™ TOP 20 PRIORITIZATION

STRONG CANDIDATES HAVE IN COMMON — GOLD BOX #050F1E q
Nisol 3604 One includes 3 priority use cases architecture — Pro 5 — Enterprise Top 20. Fixed SOW, Code-free discovery,

Repetitive tasks High manual effort Clear business rules Large volumes You own blueprint, Build with anyone. No FREE tier — architect-validated Scoref baseline included.

Measurable outcomes — NPV/IRR Token economics trackable Governable e Pll safe




Al Readiness Assessment — Nisol Score™ — 8 Dimensions = 15

REPORTED

Capabilities

GLOBAL AVG 2.3 REACTIVE VS LEADER 4.4 OPTIMIZED e 15 CAPS » 62 PROPRIETARY DIMS ¢ 8 GLOBAL COHORTS

15 Capabilities — Global Avg 2.3 vs Leader 4.4 O Global Avg 2.3 Global Leader 4.4

Eight Dimensions of Readiness - expands to 15 caps in Nisol Scorea

LeadershipBoard brief Minto Pyramid, DataAccessible, governed, vector
sponsor lakehouse
15 Capabilities — Global Avg vs Leader
— o~ - o= bal Lea 1,4
M ame T m = - M 8 - ) Technologypgvector / Qdrant + BM25 + CDC SecurityZero public training, Pll gateway
| " ProcessesLowest score — no 4 Gates CultureResistance — no OCM
|
GovernancelLowest — no RBAC, audit SkillsGap — upskilling in 3604 One/Pro
EXECUTIVE INSIGHT
Most orgs score highest in Technology and lowest in Governance, Skills, and Change
readiness. Median 2.8, Leader 4.4. Nisol Score™ baseline included in every Nisol 360™ tier.
1 Leadership 2 Strategy If Score& <2.5 — 73% fail before production.
3 Data Hygiene 4 Data Architecture
Full expansion:
5 Vector & Knowledge 6 Security Pl

7 Governance 8 Talent



What GOOd LOOkS Like — Score 4.4 OptimiZEd Global Leader benchmark e Every cap in Nisol Score,

Leadership u Data — Trusted Technology — Scalable

Executive sponsor identified Accessible, governed, trusted Integrated scalable

Board brief Minto Pyramid Vector lakehouse pgvector/Qdrant Zero public model training
Quarterly review + KPI Hybrid BM25 + dense re-rank Tenant security + RBAC
Maps to Board Dossier One/Pro CDC streaming + Data Mesh PIl gateway + Audit

Governance — 4 Gates Skills — Upskilled Culture — Experiment

Clear Al policies + oversight Employees understand Al fundamentals Willingness to experiment

4 Go-Live Gates Day 1 Upskilling plan in One/Pro OCM + Change Resistance mitigated
Accuracy >95% citation gate Token economics literacy >40% time reduction achieved
No-blame exit mechanism MLOps + LLMOps regression traps Score Culture cap 4.3 leader

GOOD = 4.4 OPTIMIZED — GLOBAL LEADER BENCHMARK e NISOL SCORE™ POWERED BY INDEX™ Median 2.8 Aware e Leader 4.4 Autonomous ® Your blueprint in Nisol 3604 — You own, build with anyone




BUiIding the AI BUSiness case e CFO DCF MOdEI Nisol 3604 One includes Financial Model © NPV/IRR/OPEX

QUESTIONS EVERY EXECUTIVE SHOULD ASK —
MAPS TO NISOL 360™ FINANCIAL MODEL

CURRENT STATE AUTOMATION EXPECTED OUTCOME NPV / IRR / OPEX
Effort Audit Potential Value Creation CFO DCF

What manual effort exists today? - 15 hrs/day, 390 15h/day 70% auto 4.5h/day 3 scenarios
e 5emp >95% accuracy X1.80->%0.40 X2.9Cr NPV

What % can realistically be automated? - 70% auto,

90% leader CFO Model Inside Nisol 360™ — Fixed SOW What Board Needs — Example Numbers
3-scenario DCF: Conservative / Base / Optimistic, NPV/IRR/OPEX breakdown, Payback period, Unit %2.9Cr NPV @ 147% IRR example, Payback 3.8 months, 70% automation = 4.5h/day, Leader 90%
period, Unit economics X1.80 - X0.40 optimized, Token economics latency <2.0s, RBAC + Audit auto = 2h/day. Token economics X1.80 per chunk problem solved — leader X0.40.

What is financial value of that time? - Token RBAC + Audit cost.

%1.80->%0.40/chunk

. L . . Key Principle: Every Al initiative should have measurable business outcome — 4 Gates prevent $1.4M waste. Maps to Nisol 3604 e Spark/One/Pro/Enterprise « No FREE » NDA gated full model
What implementation investment required? = Fixed

SOW Spark/One/Pro

waste.

Full DCF model delivered within Nisol 3604 under NDA — not in free guide e Visual: ROl framework diagram gold on #050f1e — 4 swimlanes 30/60/90/180/360

What expected payback period? - <4 months, 147% IRR,
2.9Cr NPV



70% Automation e Nisol 360™

Example ROI Calculation — Invoice Processing o Ao RS

# Current State — Manual MANUAL HOURS / DAY — BEFORE VS AFTER NISOL 3604 Current 15h e After 4.5h o Leader 2h

5 3h/day

Employees dedicated Each e Manual entry

15h/day Error prone

Total effort  390h / mo No Pll gateway e No CDC

Example ROl — Invoice Processing — 70% Automation

5 employees x 3 hours/day = 15 hrs/day manual data entry

390 hrs/month e Scoref, Data Hygiene low

Automation Potential 70% - Expected Outcome

70% >95% :
AUTOMATION ACCURACY GATE TOKEN ECONOMICS _
GATE 1

v Reduced processing time 70% — 15h - 4.5h/day
v Improved accuracy >95% citation e Faster approvals

v NPV X2.9Cr @ 147% IRR — payback <4 months

Nisol 360™ includes CFO-ready DCF: 3-scenario model (Conservative / Base /

Optimistic), NPV/IRR/OPEX, Payback period, Unit economics %1.80 - Maps to Nisol 360™ One (Financial Model included) ¢ Most Popular e 2/5

September Left

%0.40/chunk optimized. Executive Insight: Strongest business cases combine ) R . ) )
ductivi isk mitigati Full DCF model delivered within Nisol 3604 under NDA — not in free guide.
+ + .
productivity + cost + risk mitigation Token economics + RBAC + Pll gateway = Gate 4.




Al Transformation Roadmap—Nisol 360™ — 30-360 Architecture

MOST POPULAR ¢ One ¢ 2/5 September Left
Fixed SOW e Code-free discovery e You own blueprint e Build with anyone e Client infra pass-through 30/60/90/180/360 swimlane

II.-"' MOST POPULAR ¢ 2/5 LEFT "a\'

Phase 1 Quick Wins Phase 2 Pilot Programs Phase 3 Scale

Phase 4 Al-First Operations

0-3 MONTHS — SPARK — 1 UC X2.5L 3-6 MONTHS — ONE — 3 UCS X4.5L 6-12 MONTHS — PRO — 5 UCS X8.5L 12-24 MONTHS — ENTERPRISE — TOP 20
Nisol Score& baseline + radar 3 use cases + Financial Model CFO DCF 5 use cases, 30-360 roadmap Top 20 use cases, Data Mesh
Board memo Minto Pyramid

5 Reports + Board Dossier RBAC/CDC, MLOps audit

Tenant security, 12-mo audit
Data lakehouse blueprint — pgvector/Qdrant RBAC + Zero public training

LLMOps regression traps fixed No-blame exit, You own blueprint
Vector + BM25 hybrid + PII Token X1.80->%0.40 OPEX

Data Mesh + Tenant security
Top 20 - Top 1 prioritized

PoC Decision Gate — Scale? 30/60/90/180/360 full

15 dossiers + Board audit

Pass-through + No lock-in

Go-Live Gate 1 — Accuracy >95%7? PoC Decision Gate — Gates 1-2 passed?

. y

Gate 3 — Latency <2.0s + Token?

Gate 4 — NPV/IRR + Board approval

30 DAY Scores, baseline Quick Win Spark Gate 1 done Board memo - momentum



Questions Leaders Should Ask Before Scaling Al — 4 Go-Live Gates

Live Gates

NISOL SCORE# = NISOL 36

Have we proven business value?

Do we have executive sponsorship?

Is data foundation strong enough?

Can solution be governed?

Are employees prepared for change?

Have risks been identified?

How will success be measured?

e I[F NO TO ANY - STOP-THE-CLOCK ¢ PREVENTS $1.4M WASTE

- GATE 1 ACCURACY >95%?

- BOARD BRIEF MINTO?

- VECTOR LAKEHOUSE + CDC + PII?

- RBAC + ZERO PUBLIC TRAINING?

- OCM + SKILLS >40% CUT?

-> PIl + LOCK-IN AVOIDED?

-> TOKEN <2.0S + NPV/IRR?

GATE 1 ACCURACY >95% © RBAC o Pll « ZERO TRAINING

e 4 GO-LIVE GATES — NISOL 3604 FRAMEW ORK

GATE 1 Accuracy >95% citation? Hallucination test, source grounded.

GATE 2 Governance: RBAC + Pll gateway + Zero public model training

GATE 3 Operations: Token economics ¥1.80->%0.40, latency <2.0s, CDC streaming

Value: Board dossier + Minto + CFO DCF NPV/IRR + No-blame exit

. If No to any - Stop-the-Clock — Nisol 360" 4 Gates prevent $1.4M waste
Traditional: pilots run forever. Nisol 3604 : Fail fast at Gate 1, before you burn infra +
tokens + board trust. Maps to Nisol Score#, Governance cap.

How to use: CEO asks 1-2-7, CTO asks 3-4, COO asks 5-6. All 7 green - Go to Scale. Any red - Fix in Nisol
3604 Spark (30 days) before One/Pro. Included in every tier.



KEY TAKEAWAYS o NISOL SCORE™ 2.3 - 4.4 JOURNEY

Key Takeaways — From 2.3 to4.4 e

MATURITY JOURNEY e 2.3 REACTIVE - 4.4 AUTONOMOUS

Start With Business Outcomes — Not Technology 2.3 Reactive — Global Average

Score# diagnosis first — Are we ready? 15 caps, 62 dims — prevents $1.4M wrapper waste 73% FAIL HERE © NO SCOREA © PILOT PARALYSIS

2.8 Aware — Median
KNOWS GAPS ¢ NO BLUEPRINT

® 6

Prioritize Ruthlessly — Top 20 > Top3 > Top 1

Not every use case deserves investment — One = 3 UCs (Most Popular), Spark = 1 UC quick win

3.5 Managed — Governed

Build Credibility Through Quick Wins — 30 Days Spark 4 GATES DEFINED o VECTOR LAKEHOUSE READY

Early success funds larger initiatives — 70% automation, >40% time reduction gate

4.2 Optimized — Scaled
RBAC + CDC + MLOPS AUDIT ¢ PRO TIER

®—06

Establish Governance Early — 4 Gates Day 1

Scale amplifies value and risk — Accuracy >95%, Pll gateway, Zero public training 4.4 Autonomous — Global Leader

Arrow gold #D4A24E: Every step is architect-validated in Nisol 3604 — Score#, baseline - Board

TENANT-SECURE e TOP 20 « ENTERPRISE

Measure Everything — Token Economics + NPV/IRR
What gets measured gets improved — %1.80 - %0.40/chunk, X2.9Cr NPV @147% IRR inside 3604

Dossier - 30/60/90/180/360 roadmap + CFO DCF. You own blueprint.




Executive Checklist — Are You Ready for Nisol 360™?

, INCLUDES SCORE™ e 15 CAPS ¢ 62 DIMS ¢ 8 COHORTS
NISOL SCORE& DIAGNOSIS - 30-360 PRESCRIPTION e 7 GATES BEFORE SCALE ¢ IF UNCHECKED - APPLY

7-POINT READINESS CHECK — #050F1E + GOLD #D4A24E Nisol Score + Nisol 360, » 2/5 September Left 'F UNCHECKED — APPLY FOR NISOL 360™

Nisol Score™ —The Diagnosis
Inside Every 360™ Engagement

0 Al readiness assessed — Nisol Score™ 15 caps 62 dims 8 cohorts

We architect. You own. Black #050f1le + Gold #D4A24E — Apple/Tesla grade.
Architecture: CDC streaming, pgvector/Qdrant, hybrid BM25 + dense re-ranking, Pl

Leadership, Data Hygiene, Vector lakehouse, Token Economics, LLMOps ¢ Global avg 2.3 vs Leader 4.4
gateways. No free tier — full 44-page report + DCF after NDA.

0 Top opportunities identified — Top 20 - prioritized
Quick Wins gold #D4A24E vs Strategic Bets #050f1e e Sales, CS, Finance, HR, Ops, Eng

4 PLANS KEPT SCARCITY
0 Quick wins prioritized — 30-day vs 90-day One Spark « One One —Most Popular
Ideal first-wave * High Impact Low Effort ¢ Nisol 3604 Spark blueprint ¢ >40% reduction Pro 5 UGs « Enterprise Top 20

0 Business case established — CFO DCF NPV/IRR/OPEX token economics If unchecked > Apply for Nisol 360™ — Includes Score™ + Roadmap + CFO

%1.80 - 0.40/chunk optimized ¢ 3-scenario model ® Minto Pyramid Board Brief ¢ X2.9Cr NPV @147% IRR Roadmap + CFO Model + 4 Gates No FREE e Architect-validated » Code-free ®
Code-free ¢ Build with anyone e Client infra e nisolai.com/apply

0 Governance defined — 4 Gates + RBAC + PIl + Zero public training

Gate 1 Accuracy >95% citation e Gate 2 Security ® No vendor lock-in ® You own blueprint

0O Roadmap approved — 30/60/90/180/360 architecture
Nisol 3604 Spark / One / Pro/ Enterprise e Fixed SOW e Code-free discovery e Client infra pass-through

0 Success metrics agreed — Accuracy >95%, Usability >40%, Latency <2.0s

Measurement cap ® Token economics ® No-blame exit ¢ 12-mo audit in Enterprise



' H INTELLIGENCE ARCHITECTS ¢ GLOBAL ENTERPRISE Al 2026
The Core of Intelligence

[ J [ J
A b O u t N IS o Ia I — NISOL 360L — THE 30-360 TRANSFORMATION ARCHITECTURE — CODE-FREE DISCOVERY

DISCOVERY
[ °
Intelligence Architects
. . L . . . . . . One — MOST POPULAR 2/5 LEFT 3 UC X4.5L / $5.5k * Financial Model
Nisolai helps organizations identify, prioritize, and operationalize Al opportunities through
structured assessments, executive workshops, and transformation roadmaps. Architect-validated, Pro — SCALE 5 UC %8.5L / $11k » RBAC/CDC/MLOps
not self-reported. You own blueprint.
Enterprise Custom Top 20 Custom SOW ¢ 12-mo audit
NISOL SCOREL — THE Al MATURITY AUDIT ACCESS POLICY — NO FREE TIER We Architect. You Own. Fixed SOW ¢ You own blueprint e Build with anyone e Client infra pass-through ¢ Board Dossier
INCLUDED Minto Pyramid ¢ 30/60/90/180/360 swimlane
6-page Global Benchmark — Free wow moment
15 capabilities, 62 proprietary dims, 8 global cohorts Full 44-page architecture + DCF — Inside 3604 only
Architect-validated not self-reported 2.3 vs 4.4 gap CDC pgvector Qdrant BM25 PIl — Locked IP
Benchmark BFSI 2.9 SaaS 3.1 e 73% fail <2.5 Board Toolkit + 4 Gates — NDA + watermark Apply for Nisol 360 — Includes Score™ + 30-360 + DCF + 4
Powered by Nisol Index ¢ NDA gated Gates
Website: Email:
/apply /score /360
Incorporated:

Positioning:
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