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RECOMMENDED FIRST ACTION CRITICAL ALERTS
wei-T1 — Authorize phase decomposition A WB2-T1 is irreversible; reversal cost is
framework — Board Chair High.
This task must complete before Approve critical path A WB2-T2 is irreversible; reversal cost is
mapping — the binding constraint — can begin; starting High.
here unblocks the critical path.

SC-2 P1 — Return to Authorize Phase Decomposition
GOVERNANCE GATES

SC-2 P2 — Return to Approve Critical Path and Dependencies

Architecture Blueprint

Decomposition from strategic objective to execution deliverables and governance gates.

OBJECTIVETranslate governance into operational delivery via a dPHASESPhase 1: Authorize
Phase...Phase 2: Approve Critica...Phase 3: Approve Impleme...WORK BLOCKSWB1: Authorize
Phase Dec...WB2: Approve Critical Pa...WB3: Approve Implementat...CRITICAL PATHWB1-T2WB2-T1
WB2-T2WB3-T1WB3-T2GOVERNANCE GATESSC-2: Pre-Irreversible G...SC-2: Change Management
...OUTCOMEOBJECTIVE ACHIEVED
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Situation & Context

STATED GOAL CURRENT STATE
Decompose workstreams into executable Initiative framework approved, execution
phases governance established, executive ownership

and workstreams defined

OBJECTIVE & SUCCESS CRITERIA

Translate gover nance into oper ational delivery via a detailed execution plan

Scope: Company-wide integration of all defined workstreams under approved governance

B All workstreams decomposed into executable phases
B (Critical path and dependencies identified

B |mplementation priorities established

B Responsibilities allocated

B Ninety-day and subsequent phase roadmap produced

KEY ASSUMPTIONS

ID STATEMENT CONFIDENCE

Executive ownership and decision rights will remain
Al High
stable throughout execution

Workstreams are sufficiently defined to allow
A2 Medium

decomposition into phases

Board will be available for timely decision-gate
A3 Medium

approvals

IF WRONG

Rework of execution plan

and possible delays

Additional time required
for clarification and

redefinition

Potential bottlenecks

and schedule slippage



Execution Approach & Doctrine

Stage-Gated Phased Delivery Delivery

[+]1 GAIN

Structured progress with manageable scope

GOVERNANCE
Stage Gate Validation

Executive Steering

[-]1 COST

execution pivots

Execution Feasibility & Score Drivers

Agility — phased structure limits mid-

PRESSURE & FEASIBILITY DRIVERS
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FEASIBILITY SCORE RESILIENCE SCORE EXECUTION PRESSURE
Constrained Brittle MODERATE
The probability that execution Capacity to absorb disruption Aggregate pressure from
delivers the stated objective without full replanning. complexity, blockers, conflicts
within constraints. and time.

/.

Low Resilience+22Complexity (Medium)+8
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ANALYTICAL RATIONALE

Company-wide scope and high dependency density increase coordination complexity, but no

explicit blockers or conflicts are present.

COMPLEXITY LEVEL

Medium

DEPENDENCY DENSITY

High

CONSTRAINT WEIGHT

Low




Execution Timeline

D0OD34D69D103D137D171D206D240 P1: Authorize Phase 80d P2: Approve Critical 80d P3:
Approve Implemen 80d SC-2 SC-2 Sequential Parallel Critical Path Gate

PHASE NAME MODE DAYS RATIONALE

Initial governance and phase boundary
Authorize Phase
P1 " SEQUENTIAL 80d definition must precede all downstream
Decomposition

planning and

Critical path and dependency approvals
Approve Critical Path

P2 . SEQUENTIAL 80d require completed phase boundaries and
and Dependencies

must be rati
Approve Implementation priorities and execution
Implementation ) )
P3 L SEQUENTIAL 80d roadmap require all dependencies and
Prioritiesand
Roadmap critical path

BINDING CONSTRAINT — SINGLE POINT CONTROLLING DELIVERY

WB2-T1

DEPENDENCY

Accelerate Board review and approval of the critical path mapping to unlock downstream

execution.

SUBORDINATION ACTIONS
Ensure all phase boundary documentation is complete before Board review.
Defer implementation prioritization tasks until critical path mapping is ratified.

Allocate preparatory resources to support Board decision-making on dependencies.




Execution Architecture

Work blocks, task decomposition, owners, deliverables and gate conditions.
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WEB1 MEDIUM

Authorize Phase Decomposition

Board authorizes the formal decomposition of workstreams into executable phases and sets phase

boundaries.

STAKEHOLDER MAP

OWNER ACCOUNTABLE TO CONSULTED INFORMED
Program Sponsor Board Chair Chief Architect, COO  Workstream Leads,
PMO

& Initiates formal phase structure impacting all workstreams.

[ Risk: Insufficient clarity in phase boundaries may cause downstream misalignment.

TASKS

WB1- T1l

Authorize phase decomposition framewor k

Board authorizes the framework for decomposing workstreams into phases

OWNER DELIVERABLE ACCEPTANCE
Board Chair Approved phase decomposition Framework ratified by Board
framework majority
GO NO-GO
All Board members have reviewed and no Material objections or lack of quorum

major objections raised

WB1- T2 CRITICAL PATH

Commission phase boundary definition

Program Sponsor commissions definition of phase boundaries for each workstream

OWNER DELIVERABLE ACCEPTANCE
Program Sponsor Documented phase boundaries Boundaries reviewed and
for all workstreams accepted by Board
GO NO-GO

All workstream leads confirm feasibility Unresolved disputes on phase scope
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Approve Critical Path and Dependencies
Board reviews and approves the identified critical path and task dependencies across all

workstreams.

STAKEHOLDER MAP

OWNER ACCOUNTABLE TO CONSULTED INFORMED
Chief Architect Program Sponsor Workstream Leads, Board Chair, COO
PMO

& Alters sequencing and resource allocation across workstreams.

Risk: Incorrect critical path may result in resource misallocation and missed deadlines. — A

Point of No Return

TASKS

WB2- T1 <IRREVERSIBLE> <CRITICAL PATH>

Approve critical path mapping

Board approves the mapping of the critical path across workstreams

OWNER DELIVERABLE ACCEPTANCE
Board Chair Ratified critical path document Critical path endorsed by Board

and key stakeholders

Depends on: WB1-T2

GO NO-GO
All dependencies validated and no unresolved Dependency conflicts or lack of consensus
conflicts

A Reversal Cost: High — Gate: WB1-T2

WB2- T2 CIRREVERSIBLE) CCRITICAL PATH)

Ratify task dependency structure

Chief Architect presents and Board ratifies the task dependency structure

OWNER DELIVERABLE ACCEPTANCE
Chief Architect Approved dependency structure Structure aligns with phase

boundaries and resource plan




Depends on: WB2-T1

GO
Dependencies mapped and validated by all

workstream leads

A Reversal Cost: High — Gate: WB2-T1

NO-GO
Unresolved mapping errors or resource

conflicts
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Approve Implementation Priorities and Roadmap
Board sets implementation priorities and approves the execution roadmap for the first ninety days

and subsequent phases.

STAKEHOLDER MAP

OWNER ACCOUNTABLE TO CONSULTED INFORMED
Coo Board Chair Program Sponsor, Workstream Leads,
Chief Architect PMO

& Sets execution cadence and resource focus for all teams.

Risk: Improper prioritization may delay key integrations or overload teams. — A Point of No

Return

TASKS

WB3- T1 <IRREVERSIBLE> <CRITICAL PATH)

Approve implementation priorities

Board approves the prioritized list of implementation actions for all workstreams

OWNER DELIVERABLE ACCEPTANCE
Board Chair Board-approved Priorities align with strategic
implementation priority list objectives and resource

constraints

Depends on: WB2-T2

GO NO-GO
Consensus among Board and executive team Disagreement on priority order or resource
allocation

A Reversal Cost: High — Gate: WB2-T2

WB3- T2 <IRREVERSIBLE> <CRITICAL PATH)

Sign off execution roadmap

COO presents and Board signs off the execution roadmap for the first ninety days and

subsequent phases




OWNER DELIVERABLE ACCEPTANCE
COoO Signed execution roadmap Roadmap is actionable and
time-bound

Depends on: WB3-T1

GO NO-GO

All dependencies and priorities confirmed Unresolved scheduling or resource issues

A Reversal Cost: High — Gate: WB3-T1




Resource Matrix

Owner load, task ownership and critical path exposure.

OWNER LOAD VS CAPACITY

Board Chair e

Program Sponsor

Chief Architect o

COO0 o

@ = Critical path owner. Threshold: 3 concurrent tasks.

TASKS

CcP

STATUS

Within

Capacity

Within

Capacity

Within

Capacity

Within
Capacity



Risk Analysis

Impact -> Probability -> Monitor Escalate Accept Mitigate BN1

ID

BN1

SEVERITY

High

DESCRIPTION

Board approval is required at multiple
sequential gates, creating a single-
threaded dependency that may delay
execution if decision-gate availability is

limited.

AFFECTED TASKS

WB1-T1, WB2-T1,
WB3-T1

MITIGATION

Pre-schedule Board
review sessions
and ensure

quorum for all



Governance Gates

Decision authority, validation conditions and escalation paths.

1 PRE-IRREVERSIBLE GATE

SC-2 — After Phase 1
PARTICIPANTS VALIDATION CONDITION

Board Chair, Program Sponsor, Chief  All prerequisites for irreversible tasks in
Architect, COO Approve Critical Path and Dependencies

confirmed ready.

CHANGE MANAGEMENT BRIEFING

2
SC-2 — After Phase 2
PARTICIPANTS VALIDATION CONDITION
COO, Program Sponsor, Chief All stakeholders briefed on sequencing,

Architect, Board Chair, Workstream resource allocation, and upcoming changes

Leads, PMO before roadmap execution.

IF NOT MET

Return to Authorize Phase
Decomposition

IF NOT MET

Return to Approve Critical Path and
Dependencies



Executive Conclusion

DECISION

Proceed with Conditions

Execution feasibility is Constrained and resilience is Brittle at the Strategic board level; active blockers and

dependencies require close monitoring.

EXPECTED SUCCESS

60,100

Probability

PLAN RESILIENCE

30100

MAIN THREAT

Board approval is required at
multiple sequential gates, creating
a single-threaded dependency that

may delay execution

RESILIENCE ASSESSMENT

FIRST 72 HOURS

Authorize phase
decomposition framework
This task must complete before
Approve critical path mapping — the
binding con

Owner: Board Chair

EXECUTION PRESSURE

63100

Brittle MODERATE

PLAN DURATION

240

Total

NEXT EXECUTIVE REVIEW
SC-2
After Phase 1

All prerequisites for irreversible

tasks in Approve Critical

Resilience is brittle — sequential dependencies and resource concentration create single points of failure.
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