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"Leaders asked for an Al strategy. What the organization actually lacked was Al

capability."”

Executive Summary

This global financial services institution had made significant investment in Al experimentation, but that
investment had not translated into a trusted, scalable, enterprise-wide capability. Pilots multiplied
across teams. Enterprise-wide confidence did not follow.

The Helix Group's leadership team built the operating models, coaching systems, and executive fluency
programs that moved the organization from isolated Al pilots to Al-augmented execution — without
asking risk, legal, or compliance functions to simply get out of the way.

Al Ambition HITL Exec Al Enterprise
Stalled by Risk & Human-in-the-Loop Fluency Journey Al Moved From Lab to
Compliance Framework Built Delivered Capability

The Situation

As a large, regulated financial institution, this organization operated under exactly the conditions that
make Al adoption hardest: real regulatory exposure, a risk function with genuine veto power, and
business leaders under pressure to show Al progress regardless.

The organization had already tried to move Al beyond experimentation. What it had produced was a set
of disconnected pilots — proof-of-concepts that impressed in a demo but never carried enough
institutional trust to reach production at scale. This is the pattern Helix's own Al Enablement
methodology calls Al Deployment Theater: high license spend and adoption numbers, with almost none
of it actually influencing a real decision.

The Challenge

e Al initiatives were stalled by risk, compliance, and leadership uncertainty about how experimentation
and delivery should coexist

e Teams lacked a shared operating model that distinguished safe experimentation from production
delivery

e Leaders were asking for an "Al strategy" when what the organization actually lacked was Al capability



The Approach

The engagement followed the general shape of Helix's published Al Capability Accelerator model — built
around diagnosis before prescription, and measured throughout by decision influence rate (the share of
decisions Al input actually shaped) rather than adoption rate.

A full Human-in-the-Loop Audit across the institution's active Al deployments: where
OPENING PHASE
tools were being used, where they were not, and — critically — where they were actually

Diagnostic &
Baseline shaping decisions versus simply being opened. This established the decision-influence
baseline every later phase was measured against.
Workflow integration design and a decision-rights framework were co-designed with the
DESIGN PHASE institution's own risk, legal, and data teams — defining where Al input would be
Architecture Design | required, advisory, or excluded by design, so governance accelerated the work instead of

stalling it.

Implementation happened inside the institution's real workflows, not a training room: Al
IMPLEMENTATION

PHASE
Embedded Delivery

coaching embedded into daily work, trust infrastructure built through transparency and
audit mechanisms, with behavioral measurement of decision-influence rate taken
periodically throughout.

CLOSING PHASE A formal review against the opening baseline, with the operating model, coaching
Outcome Review & | system, and measurement infrastructure handed to internal teams to sustain —

Handover consistent with Helix's stated principle of building capability, not consultant dependency.

What the Client Built

* Al-ready operating models aligned with the institution's existing enterprise governance structures, not
built to circumvent them

e Human-in-the-loop experimentation frameworks for data and machine-learning teams

e Al-enabled coaching and learning systems embedded directly into daily work, not delivered as
separate training

e Executive-level Al fluency journeys grounded in the organization's own real use cases rather than
industry hype

Outcomes at a Glance



Faster ™ Trust Enterprise

Model Iteration Cycles, Sprint Adoption Across Risk, Legal & Al Reclassified From Lab to
Integrity Preserved Business Leaders Capability

CAPABILITY DOMAINS ADDRESSED
Vv Al decision literacy
Vv Safe experimentation muscle

Vv Al-augmented execution at scale

Measurable Impact

e Faster model iteration cycles achieved without breaking sprint integrity
e Improved adoption and trust in Al initiatives across risk, legal, and business leadership

e Al shifted in organizational status from an "innovation lab" activity to an enterprise capability

Why This Worked When Other Solutions Did Not

The previous approach had treated Al as a series of pilots to be defended past a skeptical risk function.
That framing meant every new experiment had to re-win trust from scratch, which is why progress
stalled regardless of how promising any individual pilot looked.

Helix's approach worked because it built the operating model and the trust at the same time, inside the
same governance structure the risk and compliance functions already used — rather than asking them
to approve an exception. Once risk, legal, and business leaders had a shared model they trusted,
individual Al initiatives stopped needing to be re-litigated one at a time.

The most common failure in enterprise Al adoption is not a technology failure — it is a trust failure. Building Al
capability and building institutional trust are not sequential steps. They are the same work.

ABOUT THE HELIX GROUP

The Helix Group is an enterprise capability builder — partnering with complex organizations to align
leadership, execution, and Al-enabled performance into systems that produce durable, compounding
results. Our services include Capability Readiness Reviews, Capability Accelerators, Enterprise Programs,



Al Enablement, and the ADAPT© immersive learning program — twelve cohort-based learning paths
designed to build the organizational capability that framework adoptions alone cannot produce.
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