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Al canimprove knowledge work, customer service, analysis, and operations—but purchasing a tool is not the same as
deploying it successfully. The organizations that make steady progress begin with a business problem, understand the
data involved, and put clear ownership around risk and outcomes.

This roadmap is designed for small and midmarket organizations adopting commercially available Al tools. It follows
the risk-based direction of the NIST Al Risk Management Framework: govern the work, map the context, measure
performance and risk, and manage what you find.

1. Start with a business outcome

Avoid beginning with a broad mandate to “use Al.” Instead, identify a repeated task that consumes time or creates a
measurable bottleneck. Good first candidates are narrow, reversible, and easy for a person to review.

Examples may include drafting an internal summary, classifying routine requests, finding information in approved
documents, or producing a first draft for an employee to revise. High-impact decisions, sensitive customer
interactions, and actions that can change systems or records deserve more scrutiny and should rarely be the first pilot.

Define one or two measures before selecting a product: time to complete the task, error or rework rate, response time,
cost per transaction, or user satisfaction. Usage alone is not proof of value.

2. Map the data before connecting a tool

Document what information the use case needs, where it lives, who owns it, and who is allowed to access it. Classify
confidential, personal, regulated, and intellectual-property data before anyone uploads content or connects a
repository.

Ask each prospective provider:

- Is customer data used to train shared models?

- Where is data stored and processed, and how long is it retained?

- Can access follow existing user and group permissions?

- What administrative logs, deletion controls, and contractual protections are available?
- Which external services or model providers receive the data?

If the team cannot answer what data the system can reach, the project is not ready for production.
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3. Establish lightweight governance

Al governance does not need to begin as a large new department. Assign an accountable business owner and bring
together the people responsible for security, privacy, legal obligations, data, and the affected workflow.

Create a short acceptable-use standard that names approved tools, prohibited data, required human review,
record-retention expectations, and how employees report a concerning output or security event. Integrate these rules
with existing security and data policies rather than creating a disconnected process.

FIELD DECISION TABLE

Readiness area Questions to answer Minimum pilot evidence

Business value Which repeated task or bottleneck will Baseline time, quality, cost, or response measure.
improve?
Data What information is used, where is it held, and Approved data boundary and named owner.

who may access it?

Risk & oversight What can go wrong, who is affected, and who Documented tests, reviewer, escalation, and stop
reviews outputs? conditions.

Security Which identities, devices, connectors, and logs Least privilege, controlled access, and event
are required? visibility.

Scale Did the pilot meet value and risk thresholds? Decision record and a controlled next wave.

4. Assess the specific risks

Generative Al can produce plausible but incorrect information, reveal sensitive data, reproduce harmful content, or
introduce intellectual-property concerns. The level of control should match the consequences of an error.

For the proposed use case, document who could be affected, what a bad output looks like, and how it would be
detected. Test representative prompts, difficult cases, and attempts to make the system ignore its instructions. If the
tool can take actions—not merely draft content—Ilimit its permissions and treat it as a higher-risk system.

5. Secure the deployment

Apply familiar security disciplines to the Al environment: single sign-on where available, multi-factor authentication,
least-privilege access, managed devices, vendor review, patching, logging, and an incident-response path. Restrict
plug-ins, connectors, and data sources to those required for the approved use case.

Agentic tools that can send messages, modify records, run workflows, or call other systems need additional
safeguards. Begin with read-only access or a test environment, require approval before consequential actions, and
avoid broad credentials. Autonomy should expand only after the team understands failure modes and monitoring is in
place.

6. Run a controlled pilot

Use a small, representative group and a defined time window. Give participants the same task, approved data, and
review expectations. Capture a baseline from the current process so the result can be compared fairly.

A pilot plan should specify:

- The use case and users included.

+ The data and systems the tool may access.

- Quality, security, cost, and time thresholds.

- Who reviews outputs and handles exceptions.
- Conditions that pause or end the pilot.

Keep a human responsible for the final output, especially when content reaches a customer, affects employment,
changes a financial record, or informs a security decision.
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7. Train people for the real workflow

General awareness is useful, but role-specific practice is better. Users should know what not to enter, how to verify an
answer, when to disclose Al assistance, and where to report a problem. Reviewers need examples of common failure
patterns, not only instructions on writing prompts.

Managers should reinforce that Al output is a draft or recommendation unless the approved process says otherwise.
Accountability stays with the organization and the person responsible for the work.

8. Measure, decide, and scale in waves

At the end of the pilot, compare the results with the baseline. Review quality and error rates alongside time saved, cost,
support demand, security events, and employee feedback. A project that is faster but creates substantial review work
may not be an improvement.

Scale only when the agreed thresholds are met. Expand to the next group or data source in a controlled wave, then
repeat the risk review. Changes in users, permissions, models, or integrations can change the risk profile even when
the original pilot performed well.

A practical next step

Select one low-sensitivity workflow and write a one-page pilot charter: business owner, approved users, data
boundaries, success measures, human review, and stop conditions. Massive IT can help evaluate readiness, secure the
environment, and build a deployment plan that fits your operations and risk tolerance.

Sources and further reading

*NIST: Al Risk Management Framework
*NIST Al 600-1: Generative Al Profile
- CISA: Deploying Al Systems Securely

- Microsoft: Responsible Al Policies

READY TO PLAN THE NEXT STEP?

Massive IT helps organizations assess readiness, reduce deployment
risk, and build a practical path forward.

sales@massiveit.com - (813) 518-5454 - massiveit.com
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https://www.nist.gov/itl/ai-risk-management-framework
https://nvlpubs.nist.gov/nistpubs/ai/nist.ai.600-1.pdf
https://www.cisa.gov/news-events/alerts/2024/04/15/joint-guidance-deploying-ai-systems-securely
https://learn.microsoft.com/en-us/azure/cloud-adoption-framework/ai/responsible-ai-policies

