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The Al Operating Model: Org Design
for Scale

How top-quartile enterprises structure Al CoEs, product teams and platform ops to move from pilots
to portfolio. Roles, RACI, funding models and reporting lines — with 3 archetype org charts you can
adopt.

From strategy and pilots to production outcomes.
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Most Al programs stall at the same place: not the technology, the org chart. Three organizational
patterns account for nearly every enterprise Al structure today, and only one consistently correlates
with production wins at scale.

What thisreportanswers

= 3 archetype Al org models — CoE, embedded, platform-first
m Roles, RACI and reporting lines that actually ship

m Funding models — central vs BU vs hybrid

= How to staff the safety and governance function

= Talent bench, career paths and retention practices

01 The three orgarchetypes

Center of Excellence models concentrate talent centrally and lend it out. Embedded product models push Al teams inside
business units. Platform-first models keep the substrate central and hand workload ownership to the business.

All three ship. Only one — platform-first, with a hard product mandate — reliably scales past the first fifteen workloads.

02 Why the CoE model plateaus

The CoE succeeds through the first three to five workloads because it concentrates scarce talent. It stalls around
workload seven or eight because the queue becomes the bottleneck.

Every mature CoE eventually federates. The programs that fought federation for political reasons lost eighteen to twenty-
four months of momentum.

03 The RACI that ships

One accountable executive per workload with real P&L authority. A platform team that owns the substrate as a product,
with a public roadmap and SLAs. A safety review board with genuine veto power, not advisory notes.

When any of these three is missing, the program either slows or takes on hidden risk. Most stalled programs are missing
the executive.

04 Funding models that survive planning

Central funding wins in year one. Business-unit funding wins in year three. Hybrid funding — central platform, BU
workloads — wins in year five and after.

The single most durable move is to fund the platform as run cost and the workloads as investment. It matches how the
CFO already thinks about infrastructure versus initiatives.

05 Talentbenchandretention

The Al talent premium is real but not permanent. The bigger risk is retention, not compensation.



The retention pattern that works: give engineers a portfolio, not a project. Two active workloads plus a share of platform
work keeps senior Al engineers roughly twice as long as single-workload assignments.

THE BOTTOM LINE

Org design is the highest-leverage Al decision most executives make and the one they revisit least often. If your
program stalled around workload seven, the answer is almost never a bigger model.

Questions we getasked

How big should an Al CoE be for aFortune 500?
Median in our dataset is 22 FTE at the center + 40-120 embedded. The brief gives the bands.

Benchmark your own program. Model the business case with
our ROI calculators, or book a working session with the
practitioners who ship these programs.
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