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Industry Overview

Market Structure Hybrid Evolution
Oligopolistic competition with Rapid convergence of

key players including traditional land-based
Logrand, Caliente, and casinos with digital platforms,
Codere dominating both creating omnichannel
physical and online segments competition

Technology Driven

Increasing role of Al and data analytics in customer acquisition,

retention, and operational efficiency
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Porter's Five Forces
Analysis: Mexican Casino
Gaming Industry

A Strategic Assessment for Logrand Entertainment Group
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Bargaining Power of Buyers:

Factors Increasing Customer Customers collectively dictate
Power market trends, forcing operators
e Abundant entertainment like Logrand to continuously

alternatives innovate with mobile betting, live
e Extremely low switching costs dealer games, and Al-enhanced
e Price sensitivity driving personalization.

promotional wars
o Digital access enabling easy

comparison
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Rivalry Among Existing Competitors: Intense

Drivers of Intense Competition

e Oligopolistic market structure

e Low differentiation in core gaming products

e High fixed operating costs driving volume pursuit
. Cross-channel competition (online vs. land-based)

e« Technology and Al as competitive battlegrounds
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Strategic Implications for Logrand

Continuous Al Investment Differentiated Experience

Treat Al not as a one-time project but as a continuous journey, constantly Focus on creating unique experiences that pure online competitors can't match
analyzing data and iterating on algorithms through omnichannel integration

Customer Retention Focus Strategic Expansion

Leverage data analytics to personalize offerings and strengthen loyalty in the Carefully evaluate opportunities for expansion beyond Mexico while

face of low switching costs maintaining technological edge



Al in Gaming: Regional &
Global Competitive Analysis

An analysis of how competitors are leveraging Al to increase

willingness to pay and reduce operating costs in the gaming industry
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Smart Betting with Bet365: How Al And Data Improve Your Odds

Reliance on analytics makes this platform more than just a place to bet, it's a living, changing world where smart betting decisions come from exact math.

By using tools that guess what might happen, Al, and machine learning, this platform makes sure both the site and the bettor can make choices based on
good info.

The site uses advanced data analytics to make betting better, giving users a step up. Each bet made, each odd changed, and each betting choice shown
comes from a big system that works with real-time data processing.

The Power of Real-Time Data in Betting

Each tick of the clock matters in the betting world, and this platform thrives on real-time data processing. Odds change fast based on what's happening
live, how players are doing, and what way the market is going. This means Bet365 NBA betting isn't just guessing, it's using fresh facts that help them
make smarter picks. The Bet365 yeni girig has turned into a big player in betting, and this wasn't just luck.

This setup runs on sophisticated algorithms that analyze massive amounts of data instantly. Like in a soccer game that's on now, the odds shift based on
who has the ball more, who gets hurt, or which team seems to be doing better. These quick changes make a fair but still fun place to bet.

Since real-time data is such a big deal, this platform puts lots of money into Al-driven analytics. The technology makes sure the odds remain competitive,
showing what's really going on right now. So, bettors who get how these changes work can take advantage of valuable betting opportunities.

Predictive Analytics and Smarter Betting Strategies

Besides real-time data, this platform uses predictive analytics to spot betting patterns and potential outcomes before they happen. By analyzing historical

performance, market shifts, and Bet365 eSports review, the site makes its odds sharper, giving bettors smarter and planned ways to bet.

These predictive models can analyze player statistics, weather conditions, and even psychological factors that might influence a game's outcome. These
insights allow the sportsbook to adjust its offerings while helping bettors make picks based on probability rather than gut instinct.

Feature Traditional Betting Data-Driven Live Betting
Bet Timing Placed before the event Adjusted during the game
0dds Adjustments Fixed before kickoff Continuously updated
Decision Basis Pre-game analysis only Real-time stats and trends

User Engagement Passive betting experience Interactive and strategic

Mexican operators in gambling market invested $230 million in tech upgrades in 2023, prioritizing Al tools for
personalization and fraud detection. Codere’s chatbot resolves 83% of inquiries with a 4.7/5 satisfaction
score, while Caliente’s machine learning model flags problem gamblers via behavioral cues like 3 AM logins.
Virtual Reality casinos are expanding—Win Systems’ VR parlors in Guadalajara offer Meta Quest-powered
blackjack, drawing 12,000 monthly users—but remain niche due to $600 headset costs. Blockchain adoption
addresses transparency: 15% of licensees use Bitso for Bitcoin payouts, settling withdrawals in 22 minutes
versus three days for banks. Cybersecurity gaps persist, evidenced by January 2024's $4.5 million hack of
Apuesta Total's player database. Rural adoption lags—only 38% of Oaxaca’s casinos have 5G—but

partnerships with Telcel aim to launch 150 5G gaming zones by 2025, slashing latency for esports bets.

B(‘St Home | Services | Resources | News& Media | About | Contact

Practice

Caesars Entertainment improves promotional targeting
having increased eustomer ndividual spend tracking from
20 10 69 percent with loyalty programs and machine
learning

Caesars Entertainment tracks customer behaviour through loyalty programs and records
their entire journcy in the casino from transactions such as shopping, dining, floor
spending, Using this data they segment customers and offer customised rewards such as

reduced room rates, airline rates, coupons etc.
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Regional Leaders: Mexico & Latin America

1 2
Caliente.mx (Mexico's Leading Operator) Codere Mexico (International Operator)
Dominant betting brand with 200+ employees in Spanish multinational with centrally managed Al team

interactive division

Al chatbot resolves 83% of inquiries with 4.7/5
o Uses ML models to flag problem gambling behavior satisfaction

Employs Al for personalization and fraud prevention
e Al-driven personalization tailors promotions to users

Uses ML for odds-setting and risk management
e Fraud detection Al protects large user base

Mexican operators invested ~$230M in tech upgrades focusing on personalized betting and real-time fraud detection in

2023
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Global Leaders: Caesars

Entertainment

Increasing Willingness to Pay

e Machine learning targets 45M+
Total Rewards members with

customized offers
e Al builds 360° customer profiles

from gaming, hotel, dining, and

retail data
e Machine vision monitors player

behavior to gauge sentiment

e Real-time incentives when players

seem frustrated

Reducing Operating Costs

Increased tracked customer spend

from 58% to 85%

Al chatbots handle common

queries
Predictive models for hotel yield

management
Al-powered surveillance for fraud

detection

Total Rewards program, enhanced by Al insights, is valued at over $1 billion
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Global Leaders: Bet365 &
Evolution Gaming

Bet365: Online Betting Leader
Al recommends bets based on user
history, personalizes promotions using predictive customer value

1 models
Automated odds compilation adjusts betting

odds in real-time, Al monitors for suspicious betting patterns, chatbots

handle basic inquiries

Evolution Gaming: B2B Provider
Recommender systems suggest games to
2 end-users, Al analyzes player behavior to optimize lobbies
Computer vision recognizes cards and game
outcomes in real-time, Al-driven security monitors for irregularities, Al

used in slot game production
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Strategic Insights

Early Stage (Logrand) 1
Narrower scope focusing on marketing and loyalty,

smaller Al team, developing governance

frameworks 2 Intermediate Stage (Regional Leaders)
Dedicated analytics teams, customer-facing Al

services, personalization algorithms, responsible

Advanced Stage (Global Leaders) 3

Al integrated across all operations, hundreds of

gaming interventions

specialists, sophisticated governance frameworks,

continuous innovation

Logrand can differentiate by adopting new Al tools faster than large incumbents, customizing global best practices to local

needs, and avoiding organizational silos
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Al-Powered Gaming:
Transforming the Logrand
Experience

A comprehensive analysis of artificial intelligence applications to
enhance customer experience, optimize revenue, improve operational
efficiency, strengthen compliance, and drive innovation across

Logrand's gaming ecosystem.
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Al Capability

Natural Language Processing (NLP)

Multimodal Al

Agentic Al

Vision Al

Speech & Audio Al

Generative Al

Reasoning & Planning

Reinforcement Learning

Maturity Score (1-10)

Benchmarking and Gap Plan

Rationale

Actively deployed in Neuron3, Zendesk, sentiment systems; integrated with

internal SOPs and customer interactions.

Deployed in Sportbook Calendar Al for ambience control, but limited to

audio/video; no cross-modal reasoning yet.

LangChain-based agent in testing via Neuron3; tool use and planning

integrated, but not widely scaled.

No vision models deployed; some screen logic via rule-based

interfaces, but no visual recognition or CV models.

Audio management exists (ambient fallback), but no speech

recognition, transcription, or speech synthesis in use.

Highly active: GPT used for content, legal analysis, brand tone,

Universo Strendus; fine-tuning and prompts mature.

Agent reasoning and task planning exists in Neuron3 (LangChain);

early-stage scaling and robustness.

Not implemented or explored yet.

Actions

Standardize prompt templates and guardrails; add
hallucination/PIll checks; track usage/quality metrics per

workflow; expand multilingual coverage where needed.

Extend pilots to image/text or video/text understanding if
there's a clear use case; add monitoring for content selection

quality; define fallback/override rules.

Harden for production, pilot with 1-2 additional departments

under governance.

Run feasibility on 1-2 concrete use cases (e.g., ticket OCR,
content moderation); collect/label a small dataset; compare

build vs. vendor options; decide go/no-go.

Pilot ASR on contact-center calls/chats; evaluate TTS for
announcements/training; complete privacy/compliance

review; measure accuracy and ROI.

Implement cost controls and caching; add red-teaming and
safety reviews; version prompts and fine-tunes; create a

playbook of approved patterns.

Define task graphs and success tests; benchmark
function-calling reliability; add rollback/"safe answer" paths;

expand to more multi-step tasks.

Keep in research backlog; identify 1-2 candidate problems
(e.g., real-time pricing/offer sequencing) and run

literature/feasibility review before committing.
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Dimension

Breadth across functions

Integration and

standardization
Executive sponsorship

Workforce skill and

enablement
Adoption scale and depth

Measurement and

business impact
Platform alignment

Definition

Extent to which multiple

departments use Al

Consistency of platforms,

methods, and processes
Strength and breadth of leadership

support
Readiness of staff to apply Al in

roles
Movement from pilots to production

with KPls
Clarity of success metrics and

ownership

Share of work on approved platforms

Benchmarking and Gap Plan

Provisional

Score (0-10)

Evidence Basis (from your

survey/field inputs)

Al present in marketing and
casino; unclear elsewhere due to

insufficient responses

Implementations described

as fragmented

Enthusiasm concentrated in a

few executives

Overall skills characterized

as low
Usage present but largely

local/fragmented

Insufficient data; limited

visibility into KPls/owners

Mixed/fragmented tooling

reported

Key Gap

Adoption uneven across functions

Lack of common platform and

practices
Sponsorship not yet

organization-wide
Limited capability to scale beyond

pilots
Few productionized, measured use

cases
Impact not consistently tracked

Tool sprawl and duplicated effort

Primary Actions (aligned to Kotter's steps): 1) Create urgency with exec town halls and internal comms; 2) Form an Al Council (cross-functional) to coordinate; 3) Enlist champions in

each major function; 4) Define target toolchain and guardrails; 5) Remove barriers via sandboxes, policies, and templates; 6) Build a guiding coalition with P&L and enabling functions; 7)

Generate short-term wins via 2-3 fast pilots; 8) Institutionalize standards in SOPs.
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Level

Application

Application

Application

Application

Application

Infrastructure

Infrastructure

Infrastructure

Infrastructure

Infrastructure

Infrastructure

Benchmarking and Gap Plan

Category

Critical Applications

DevOps

API / Integration

Frontend / Backend

Al / ML

Network

Security & Authentication

Servers [/ SysAdmin

Cloud Systems

Data

Tools

Score (0-10)

Actions (derived from observed gaps in Excel)

Define desired proficiency targets; introduce foundational

learning path for zero-knowledge items.
Define targets; upskill/hire for high-priority low items;

mentor Intermedio = Avanzado; foundational path.
Define targets; upskill/hire for high-priority low items;

mentor Intermedio = Avanzado; foundational path.
Define targets; mentor Intermedio - Avanzado;

foundational path.
Define targets; upskill/hire for high-priority low items

(where flagged); foundational path for any low items.
Define targets; upskill/hire for high-priority low items;

foundational path.
Define targets; upskill/hire for high-priority low items;

mentor Intermedio - Avanzado; foundational path.
Define targets; foundational path.
Define targets; mentor Intermedio - Avanzado;

foundational path.
Define targets; upskill/hire for high-priority low items;

mentor Intermedio - Avanzado; foundational path.
Define targets; upskill/hire for high-priority low items;

mentor Intermedio = Avanzado; foundational path.
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Desired

Current
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Build core

competencies
Adopt a structured talent plan

to hire and upskill data
scientists, ML engineers, and
product managers; create an
internal Al guild; provide
training (MOOCs/universities);
encourage certification in data
engineering, MLOps, and
generative Al; establish
rotation programs across

domains.

2

Key Recommendations

Run pilot projects using

Lean-Startup principles
Define hypotheses, build

MVPs, run rapid
experiments, collect
validated learning; prioritise
pilots (player
segmentation/next-best
offer, fraud detection,
game-classification); use
A/B testing; limit pilots to
<90 days.

Launch a
change-management
program aligned with
Kotter's 8 steps

Sense of urgency; guiding
coalition; strategic vision;
enlist a volunteer army;
remove barriers; generate
short-term wins; sustain
acceleration; institutionalise

change.
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Infrastructure and Policy

Framework

Invest in scalable
infrastructure

Cloud lakehouse, feature store,
model registry, CI/CD pipelines,
monitoring for drift, microservices
for LIA, RAG, and exploration of

multimodal/agentic Al.

Adopt a unified,
company-wide Al policy for
use cases

Define a single policy covering intake
-> approval = development - testing
- deployment - monitoring -
retirement, including data governance,
privacy, security, explainability, and
ownership; make it mandatory across
all departments to reduce
fragmentation and speed

time-to-value.
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Vision

"To reimagine entertainment by embedding intelligence
INto every Logrand experience—creating seamiless,
personalized, and responsibly enhanced journeys
across digital and physical channels, while empowering

and caring for our employees to thrive, grow, and deliver
exceptional experiences."
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Mission

"We develop and scale trustworthy Al systems
that enhance player lifetime value, automate
operations, prevent frauds, empower the
community, and open new revenue
streams—transforming how we design, deliver,
and monetize gaming experiences."
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Balance Scorecard In Action (Recommended)
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Perspective Objective ID Objective Name KP1 1D KPI Name Target Initiatives (Objective-level)
Internal Process P02 Core Competencies Developed K029 Release Frequency Greater than 2 per month Deploy MLOPs | Deploy RAG | Deploy Agentic Workflow | Deploy
Multimodel Endpoint | Deploy Advance Prompting | Deploy
Autiomation use tool such as App script
Internal Process P03 Predictive Solutions and Predictive Risk K030 A/B Testivg Success Rate Greater than equal to 70% | Al Driven algorith for detecting suspecting behaviour, unsual betting
Management pattern
Internal Process P03 Predictive Solutions and Predictive Risk K031 Number of predictive Behaviour Developed Greater than equal to 1 Al Driven algorith for detecting suspecting behaviour, unsual betting
Management pattern | financial anaysis amd recognition model
Internal Process P03 Predictive Solutions and Predictive Risk K032 Number of fraud cases correctly predicted Greater than equal to 80% | Al Driven algorith for detecting suspecting behaviour, unsual betting
Management pattern | financial anaysis amd recognition model
Internal Process PO4 New Product Development K033 Number of new product launched Greater than equal to 1 Use Al to develope slot and table games with lean startup based
implementation approach
Internal Process PO4 New Product Development K034 Time to release MVP Less than or equal to 2 Use Al to develope slot and table games with lean startup based
months implementation approach | A/B Testing for gamelayout, Promotion and
developement
Internal Process PO4 New Product Development K035 Adoption Rate Greater than 20% for the Use Al to develope slot and table games with lean startup based
targeted user base implementation approach | A/B Testing for gamelayout, Promotion and
developement
Internal Process POS Al Governace and compliance K036 Audit Pass Rate Greater than equal to 95% Bias/Privacy Audit, Continous Monitoring and Guadrails
Implementation
Internal Process P05 Al Governace and compliance K037 Number of high severity incidence reported 0 Bias/Privacy Audit, Continous Monitoring and Guadrails
Iimplementation | Ensure Compliance and compatibility
Internal Process POS Al Governace and compliance K038 Adherence by layer (Data, Process, Application, | Greater than or equal to Bias/Privacy Audit, Continous Monitoring and Guadrails
Interface) 90% Implementation | Ensure Compliance and compatibility | Read Team
Drills
Learning and Growth Lol Talent Development and Al Fluency K039 Percentage of Al Certified (Department and Greater than or equal to Build Skill Matrix plus role taxanomy, Map the Gap and Create Learning
Organization) 50% path
Learning and Growth Lol Talent Development and Al Fluency K040 Numner of Trainining hours completed per Greater than or equal to 20 | Build Skill Matrix plus role taxanomy, Map the Gap and Create Learning
employee hours path | Learning calender and Al Acadamy
Learning and Growth Lo1 Talent Development and Al Fluency K041 Number of hackathons organized Greater than or equal to 4 | Build Skill Matrix plus role taxanomy, Map the Gap and Create Learning
path | Learning calender and Al Acadamy | Qaurtrerly Hackathon
Learning and Growth Lo1 Talent Development and Al Fluency K042 Number of talent develope and hired Greater than or equal to 1 | Build Skill Matrix plus role taxanomy, Map the Gap and Create Learning
path | Learning calender and Al Acadamy | Qaurtrerly Hackathon |
Develope Mentorship and Peer circles
Learning and Growth LO2 Knowledge sharing and colloboration K043 Number of Cross Department Al Project Greater than or equal to 6 Develpoe Internal Knowlegebase and standerdise SOP
Learning and Growth L02 Knowledge sharing and colloboration KD0aa Percentage of departments using the Al Greater than or equal to Develpoe Internal Knowlegebase and standerdise SOP | Colloborative
60% OKR with the other departments
Learning and Growth Lo3 Al Adoption and Innovation culture K044 Percentage of departments using the Al Greater than or equal to Stackhofilder map and Al Champion Network
60%
Learning and Growth Lo3 Al Adoption and Innovation culture K045 Percentage of Awareness of the Al Tool Greater than or equal to Stackhofilder map and Al Champion Network | Communication
80% campaign and publish SLAs
Learning and Growth Lo3 Al Adoption and Innovation culture K046 Al Infrastrure Readiness Score Greater than or equal to Stackhoidilder map and Al Champion Network | Communication
60% campaign and publish SLAs | Create executive Buyin by running pilot
and showing impact
Learning and Growth Lo3 Al Adoption and Innovation culture K047 Executive Buyin Index Greater than or equal to 80 Stackhoidilder map and Al Champion Network | Communication
campaign and publish SLAs | Create executive Buyin by running pilot
and showing impact | Build Al Infrastructure
Learning and Growth Lo4a Ethics and sustainability K048 Percentage of Al Policy adoption 1 Establish Al Ethics, compliance, legal, governance policies and protocol
Learning and Growth Lo4 Ethics and sustainability K049 Percentage of ethics awareness score Greater than or equal to Establish Al Ethics, compliance, legal, governance policies and protocol

80%

| Formed and operate Al Governece Cadence
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Organizational Models for
Logrand's Al Department

Integration Analysis
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Models Overview and Current Baseline

Models Under Evaluation Current Baseline

e Option 1: Al Embedded in Transformation Al currently sits within the Online Department under

e Option 2: Al-Transformation Partnership (both report Operations. The Al head reports through Operations
to CEO) and the budget is owned and planned within Online.

e Option 3A: CTO as Strategic Anchor — Center of This baseline frames the gaps the alternatives aim to
Excellence (CoE) close:

e Option 3B: CTO as Strategic Anchor — Shared

Services (SSR/SSO)
e Option 4: Al under Finance & Support Services

Cross-BU leverage

Strateqic visibility

Platform investment

e Option 5: Status Quo — Al within Online Department

(Operations)
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Al Embedded in Transformation

Office

Governance & Reporting

e Reports to: Director/Chief of

Transformation
Governance type: Cost Center

e Value realized indirectly through

transformation projects
 No independent investment control

Budget & Autonomy

e Source: Central corporate budget

allocated to Transformation
Autonomy: Low-Moderate

e No direct chargeback or BU

co-funding

Cost Structure

o Fixed: Salaries, tools, licenses
e Variable: Limited to vendor PoCs or

specific transformation needs
e Allocation: Overhead in

Transformation budget
e Platform: Minimal or shared with

Transformation tooling

Performance Measurement

e % of transformation projects with Al
e Project cycle-time reduction from Al
e Transformation stakeholder

satisfaction
Quarterly review via Transformation

committee

Transformation Office

Al
Department
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Al within Online Department

Governance & Reporting

Al reports to Director of Online Operations;
no direct line to
CEO/CTO/Finance/Transformation.
Governance type: Cost center; impact
measured via online product enhancements

and operational efficiency.
Budget & Autonomy

Source: Online Department operational

budget; approvals via Operations leadership.

Autonomy: Low-Moderate, aligned to Online
roadmap; no internal chargeback, limiting

Cross-unit scale.

Cost Structure

Fixed: Al team salaries, digital platforms,

shared data infra.

Variable: Experiments, vendor APIs, marketing

analytics.

Allocation: Overhead in Online budget;
Platform investment: Medium for

customer-facing digital.
Performance Measurement

KPls: Conversion lift, personalization
accuracy, platform uptime, automation
savings in online ops.

Monthly/quarterly reviews by Operations

leadership.

Total Score: (5.81/10 index) - Lowest

rated model
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CTO as Strategic Anchor - Al Center of

Excellence

Governance & Reporting

CoE ,

Governance type:

accountable for enterprise enablement
Budget & Autonomy

Budget source: Corporate investment

admisistered by CTO.

Autonomy: — R&D, platforms,

talent; aligned to enterprise standards

Funding: Core CTO budget + optional BU
co-funding for deployments; no internal

chargeback

Cost Structure &
Delivery

Fixed:Scientists/engineers/architects; Infra

Variable: Project-specific R&D, vendor PoCs,

BU-aligned experiments.

Allocation: Strategic enablement under
CTO,CoE builds modular, reusable components

that reduce marginal cost of future

PETfOfAdAce

Measurement

KPIs: Model reusability rate, time-to-pilot,
citizen users/Al advocates trained, reduction
in redundant efforts, strategic enablement

score
Quarterly reviews via CTO-led Innovation

Council
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Online vs. Transformation:

Criteria

Advantages

Disadvantages

Organizational

Considerations

Placement under Online
Department

« High alignment with digital
product strategy and rapid
feedback cycles. « Faster
execution on digital-native use
cases and customer experience

enhancements.

« Risk of being siloed, with
limited cross-enterprise
visibility. « Potential
underinvestment in
foundational, reusable Al

capabilities.

« Best For: Digital product
enhancements and improving
the online customer
experience. « Structure:
Operates as a cost center
within the Online Department's

budget.

Placement under

Transformation Office

« Direct alignment with
enterprise-wide strategic change
initiatives. « High executive
visibility and a mandate focused
on cross-functional process

optimization.

» Al may be deprioritized or
underfunded relative to other
transformation projects. ¢
Scalability is limited by the
Transformation Office's

bandwidth and project portfolio.

« Best For: Tactical and
operational Al support for
business process
re-engineering. « Structure:
Operates as a cost center
funded by the Transformation

Office's budget.
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Comparative Analysis Results

All options were scored across 21 organizational design factors on a 1-5 scale, with results rolling up to a Total Score and Average Index (0-10):

(Al-Transformatio Online

n Partnership) Transformation
The CTO-led Center of Excellence model (Option 3A) scored highest at 100/100 (9.52/10), while the Status Qul) model scored lowest at 61/100 (5.81/10).
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Strategic Recommendation

Start with Online Department

Leverage existing technical talent and operational structures for quick wins and momentum building.

Operate as Center of Excellence

Function as internal consultancy setting standards, developing reusable assets, and owning Al vision.

Transition to CTO Leadership

000
0000

Long-term goal: Report directly to CTO for maximum innovation, architectural coherence, and enterprise scale.
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Implementation Roadmap
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Foundation & Governance

1 Organizational Placement
Formally establish Al Department as CoE within Online

Department structure.

2 Financial Structure
Establish dedicated cost code for transparent tracking via

resource tagging standards.

3 Governance Framework
Create Al Steering Committee with cross-functional

representation and draft CoE charter.
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Execution & Scaling

Execution

Launch two high-visibility

pilot projects
Implement balanced

scorecard performance

measurement
Focus on conversion-rate

improvements

Optimization

Complete pilot project
reviews and ROI

documentation
Implement FinOps

"showback" model
Build 18-month enterprise Al

roadmap
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Transition Success Criteria

ROI

Demonstrated
ROI

Successful pilot
delivery with
quantifiable business

impact

Multi-BU

Enterprise

Demand
High-value use case

pipeline from multiple

business units

Mature

Operational

Maturity
Stable processes,

governance
framework, and

FinOps mechanisms


https://gamma.app/?utm_source=made-with-gamma

Strategic Transition Planning

01 02 03

Business Case Development Budget Proposal Executive Decision

Create formal case for CTO transition Develop next fiscal year budget Present transition plan to leadership for
using pilot data and enterprise reflecting expanded scope and restructuring approval.

roadmap. centralized funding.
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Logrand Al Department -
Lattice Organization Design
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Core Elements of the

&8

Anchoring Guilds

Five capability communities replace
rigid departments: Product & Strategy,
Data Science & Al Labs, MLOps &
Platform, Al Governance & Ethics, and

Al Academy & Change Enablement.

N

Initiative Squads

Dynamic project teams form around
business initiatives (e.g., RAG chatbot,
fraud detection), drawing members
from multiple guilds. Leadership
emerges through expertise rather than

hierarchy.

po

Head of Al Department as Catalyst

Head of Al Department facilitates
rather than commands, chairs
governance committee, prioritizes
initiatives and removes roadblocks

while teams self-manage execution.
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Staffing Plan: - Foundations

3 MXN 4.5M

Total FTEs Total Budget
Starting lean with core roles to form guilds and seed first Fully-loaded with salaries, employer costs, recruiting fees,
squads and equipment
Role Count Base Salary/FTE Fully-loaded/FTE
Head of Al Department 1 MXN 1,560,000 MXN 1,745,000
Al Product Manager 1 MXN 960,000 MXN 1,400,000
Al Engineer 1 MXN 600,000 MXN 900,000

Reference : Industry Benchmark particularly in Mexico, Monterrey NL.
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Career & Growth Pathways in the

Vertical Growth
1 Advancing to higher levels (L1-L6) within your home guild as scope, independence

and impact increase

Horizontal Growth
2 Moving at the same level into different squads/guilds to broaden skills (T-shaping)

while pay/level remain the same

Diagonal Growth
3 Both level increase and guild/domain change—stepping from IC role into product

ownership or program leadership

Hybrid Growth

4 Combining rotations, certifications, and diagonal steps over multiple cycles to build

breadth and depth
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Al Department Operational
Manual
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8-Gate Project Lifecycle Model

All Al initiatives must follow this eight-gate process with clear entry requirements and non-negotiable exit
criteria. Each gate represents a critical review point encouraging iterative development and stakeholder

alignment.

GO - Data Prep
Verify data quality and set baseline KPIs. Exit: Clean data (1% nulls), baseline dashboards, data-quality

report.

G1 - Rapid Prototype
De-risk feasibility with MVP development. Exit: MVP in Sandbox, tech-debt log, 1-page results summary.

G2 - Stakeholder Review

Align value, cost, and ethics. Exit: Go/No-Go decision, funding approval, ethical assessment completed.

G3 - Full Model Dev
Build production-ready artifacts. Exit: Optimized model, 290% code coverage, MLflow staging, updated

docs.
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Deployment & Monitoring Gates

G4 - Test & Validate G5 - Deploy & Roll-out

Assure quality, fairness, and security. Exit: Signed validation, RG/Fraud FP <2%, bias Safe release to production. Exit: Canary =5% traffic, rollback verified, SRE handoff

<5% by segment, compliance approval. completed.

G6 - Operational Handover G7 - Post-Implementation Review

Transfer operations and monitoring. Exit: Prometheus alerts, drift monitoring setup, Confirm value and capture learnings. Exit: KPI lock-in, ROI vs target analysis,

retrain cadence established. retrospective, Cl backlog.

Throughout the lifecycle, apply the NIST AI-RMF Govern—Map—Measure—Manage cycle for continuous risk management and control implementation.



Data Management & Lakehouse
Architecture

Robust data governance serves as the foundation for Al excellence. The Medallion Architecture organizes data into three progressive layers ensuring quality, governance, and

scalability.

Bronze Layer (Raw) Silver Layer (Cleansed) Gold Layer (Analytics-Ready)

Landing zone preserving originals. Raw, unvalidated data Clean, standardized, deduplicated data with schema Business-ready, aggregated data in highly structured marts.
from CSV/JSON/Parquet/logs with historical snapshots and enforcement and lineage tracking. Validation rules ensure Performance-tuned with partitioning and materialized views
metadata capture for audit and replay capabilities. data quality with null percentage, regex, and referential for low-latency queries and advanced analytics.

integrity checks.

Data classification includes PUBLIC, INTERNAL, RESTRICTED, and HIGHLY-RESTRICTED levels with attribute-based policies masking PII in accordance with RGPD and GDPR requirements.



Secure MLOps Pipeline
Architecture

MLOps represents an engineering culture that automates and governs the ML
lifecycle, supporting both classical ML and large-language models through

secure, reliable production pipelines.

Build & Train

[in] Containerized environments with signed, scanned images. MLflow

tracking with fixed seeds and logged hyperparameters.

Evaluate & Register
Vv’ Performance, fairness, and robustness metrics. LLM hallucination

testing. MLflow Registry with complete artifact tracking.

Deploy & Monitor
Zero-traffic endpoints with canary/blue-green deployment. Arize

drift detection and automated rollback capabilities.
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Al Integration Workflow
System Architecture
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Hard-Gate Evaluation System

Governance & Ethical

Compliance
Score =70 triggers rejection

with PS=0. Auto-unlock when
remediation evidence reduces

score =40.

Skill & Tool Fit

Capacity constraints trigger
hold status until training,
contracts, or resources are

secured.

Data Readiness
Insufficient data quality puts
requests on hold until data
gaps are addressed with

proper evidence.
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Processing: Priority Score Calculation

35% 25% 15% 15%

Business Impact Urgency Cost/ROI Risk Factor

Primary weighting factor Time-sensitive requirements Financial efficiency Inverted risk assessment

10%

Strategic Alignment

Organizational fit

PS = 0.35(Business Impact) + 0.25(Urgency) + 0.15(100-Cost/ROI) + 0.15(100-Risk) + 0.10(Strategic Alignment)
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Priority Score (PS) Calculation

Composite Formula

PS = 0.35(Business Impact) + 0.25(Urgency) + 0.15(100-Cost/ROI) + 0.15(100-Risk) + 0.10(Strategic Alignment)

=280 60-79

Platinum (P1) Gold (P2)
< 1 day work-start SLA < 3 days work-start SLA
Silver (P3) Bronze

< 7 days work-start SLA Monthly review cycle
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Classification Tags

Al Modality

GenAl, Applied, Automation, Innovative, Custom - routes to

appropriate engineering pods

Time Horizon

Short =6mo, Medium 6-18mo, Long >18mo - capacity planning

BU Scope

Single BU, Multi-BU, Enterprise-Wide - steering and escalation

Complexity Band

Simple, Moderate, Complex - WIP and sprint sizing
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Governance Index (Gl) Determination

PS to Gl Mapping

Jdx Platinum (280) - GI=3, Gold (60-79) - GI=2, Silver (40-59) - GI=1, Bronze (<40) - GI=0
Modality Default Gl

O

3

GenAl/Applied - GI=1, Automation = GI=2, Innovative - GlI=2, Custom = GI=3

Baseline Calculation
AN
Baseline Gl = max(PS GI, Modality Gl)

Apply Escalators
Enterprise-wide scope (+1), Complexity (+1), Long time horizon (+1), Modality triggers (+1). Cap at GI=3.
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Stage-Gate Delivery Framework

GO: Project Registration

Charter approval, scope definition, sponsor sign-off

G2: Detailed Design

ADRs, detailed diagrams, prototype development

G4: Deployment

Vertex Al Pipelines deployment, canary release, SLOs

G6: Post-Implementation

PIR workshop, KPl comparison, lessons learned

8

G1: Feasibility Study

Data readiness validation, technical feasibility, preliminary design

G3: Testing & QA

Automated tests, bias/security checks, 290% pass rate

G5 : Operations & Monitoring

Runbooks, monitoring dashboards, support flows

G7: Portfolio Audit Record

Executive Board Summary & Audit
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Governance Index & Stage-Gate Framework

Gl 3: Portfolio
1 8 gates, full lifecycle

Gl 2: Enhanced

2 A
S5 gates, mid-weight
3 Gl 1: Lightweight
3 gates, pilots
A Gl O: Experiments

Rapid testing

Final GI = min(3, max(PS Gl, Modality GI) + Escalators). Escalators include enterprise-wide scope, complexity, long time horizon, and

modality-specific triggers.
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