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Your Fractional
AI Director
Helping executive teams turn AI initiatives into
scalable Enterprise capabilities.

PIERRE BONNET

Executive leadership 
across strategy, 
architecture and delivery.

engage-meta.com
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The Fractional AI Director does not necessarily replace existing AI leadership. The role can also complement 
an internal AI Director, CIO, CDO or CAIO by providing independent challenge, enterprise architecture 
expertise and one day per week of senior support.



THE SCALING CHALLENGE

Enterprise AI requires more than successful experiments

AI PILOTS
can move fast.
The enterprise around them 
often cannot.

01 Fragmented ownership
Business, data, architecture, security and delivery decisions 
remain disconnected.

02 Duplicated investment
Initiatives multiply before common foundations and reusable 
patterns are established.

03 Delayed value
Integration complexity and unreliable information weaken the path 
to measurable ROI.
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THE MOMENT FOR LEADERSHIP

When a Fractional AI Director becomes necessary

AI initiatives multiply No single executive view connects priorities, investment and 
enterprise impact.

The AI roadmap lacks independent 
executive review

Use cases are selected, but their value, dependencies and 
sequencing are not independently assessed

Architecture decisions become 
irreversible

Teams need an experienced counterpoint before complexity is 
embedded.

AI delivery teams need shared 
direction and oversight

Internal teams and external providers require one coherent set 
of principles to align decisions, architecture and execution.

The need is not another AI project. It is a coherent executive perspective across all of them.
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THE ROLE

One executive perspective across
strategy, architecture and delivery
A Fractional AI Director works alongside your leadership team to challenge decisions, align 
stakeholders and secure execution without replacing existing leaders or delivery owners

STRATEGY

Ambition
Priorities
Investment

ARCHITECTURE

Business knowledge
Data foundations
Enterprise coherence

DELIVERY

Decision reviews
Partner challenge
Execution follow-through
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EXECUTIVE OUTCOMES

What changes for your executive team

Fewer
wrong turns.
More confidence in the decisions 
that shape Enterprise AI.

A stronger path to measurable AI ROI

Clearer direction A roadmap aligned with enterprise priorities 
and constraints.

Faster decisions Questions are resolved before they become 
delivery blockers.

Lower execution risk Architecture and partner choices are 
challenged early.

Stronger teams Leaders and practitioners gain an 
experienced, reassuring counterpoint.
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OPERATING MODEL

A weekly rhythm that turns questions into decisions

The engagement stays close to real work while remaining light for the organization.

01

Prepare
Questions, 
documents
and deliverables

02

Review

Weekly executive
working session

03

Decide
Direction, arbitration
and risk response

04

Follow through
Actions tracked with 
teams and partners; new 
issues captured for the 
next cycle

One day per week provides continuity, not bureaucracy.
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New questions, decisions and deliverables feed the next cycle



AREAS OF INTERVENTION

The role spans direction, foundations and delivery

01

Set direction

Challenge the AI roadmap

Prioritize high-value use cases

Align ambition, investment and 
sequencing

02

Secure foundations

Define target Enterprise AI 
architecture

Structure business knowledge and 
data foundations

Set principles for AI access to 
enterprise information

03

Govern delivery

Review key design and 
implementation decisions

Challenge deliverables and delivery 
partners

Support executive and operational 
teams
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ENGAGE-META FRAMEWORK FOR PROFITABLE AI SYSTEMS AT SCALE

A Methodology and Architecture Framework 
to Reduce Risk and Align Stakeholders 
Around a Coherent Enterprise Vision

PRACTICES

Modeling procedures
Reference vocabulary for architecture
Lessons learned

ENTERPRISE KNOWLEDGE VAULT

Knowledge formalization
Explicit knowledge
Tacit knowledge

AI PROFITABILITY

Reduce AI hallucinations
Optimize token costs
Determine where AI adds value to the business
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Applied in ongoing Enterprise AI and data transformation engagements in Europe and Asia.



ENGAGE-META Framework for Profitable AI Systems at Scale

A reference framework behind every intervention
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Non-intrusive foundation for aligning business 
knowledge, data architecture and AI systems

Not a software product, but a structured 
body of practices

Open framework published under a 
Creative Commons license



ENGAGE-META Framework for Profitable AI Systems at Scale

Protect your enterprise knowledge
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The Knowledge Vault Reasoning Engine



WHY PIERRE BONNET

Executive perspective with architectural depth

30+
years in software, data
and transformation

300+
engineers across an
international organisation

2018
Orchestra Networks
acquired by TIBCO

Co-founder of Orchestra 
Networks
Former TIBCO VP 
Engineering
Founder of Engage-Meta

An international software executive 
who combines board-level judgment
with the depth required to challenge 
Enterprise AI decisions.
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INITIAL ENGAGEMENT

A practical, low-risk way to start

DISCOVERY

3 days

Across two weeks

Align ambition, risks,
priorities and ways of 

working

ENGAGEMENT

1 day / week

Initial 90-day Fractional AI Director engagement

Review key AI and data decisions and 
deliverables, while keeping teams 

accountable, motivated and moving forward

CONTINUATION

Renewable

By mutual agreement

Extend, adapt or conclude
based on value delivered

Designed to work effectively on-site or remotely
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One high-leverage day,
amplified by the AI-augmented
Engage-Meta knowledge base



A PRACTICAL FIRST STEP

Start with three days to align
ambition, risks and priorities.
Then decide together whether a 90-day Fractional AI Director engagement 
will create the value your organization needs.

PIERRE BONNET -  Contact me to discuss your Enterprise AI priorities

pierre.bonnet@hlfl-consulting.com  ·  engage-meta.com

Explore Engage-Meta
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HLFL Consulting is Pierre Bonnet’s 
advisory company. Engage-Meta is the 

open-source community behind
the reference framework



Appendix – Engage-Meta Reference Architecture
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ENGAGE-META Framework for Profitable AI Systems at Scale

Knowledge acquired through reasoning is consolidated in the SPU
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Knowledge acquired in the RPU 
is consolidated in the SPU 
through a distillation process

A1



ENGAGE-META Framework for Profitable AI Systems at Scale
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A2

The Semantic API makes enterprise knowledge understandable to AI



ENGAGE-META Framework for Profitable AI Systems at Scale

A comprehensive framework for the AI-native enterprise
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A3
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