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OPERATING GAP P RAXI S

The hard part is not building the model. It is keeping it useful. AR

Al efforts lose momentum when responsibility shifts from experimentation to production and no one owns
the full loop from prediction to outcome.

O——— O— O—— O——— O————

Prototype Deployment Business action Monitoring Learning decision
Lab validation — Technical release People and systems — Outcomes and — Retrain, redesign, or
and model into workflow act on output signals return roll back
promise

The operating gap, not the algorithm, is often where value disappears.
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FAILURE MODES

Al fails differently from software.

/ PRAXIS

ADVISORY

A model can stay technically available while its business value erodes.

Dimension

Primary asset

Behavior

Failure signal

Control point

Praxis Advisory

Traditional software

Code

Mostly deterministic

Crash, exception, failed test

Release management

Production Al

Code, data, model, features, prompts, evaluation sets

Probabilistic and context-sensitive

Silent decay, drift, bias, lower decision quality

Continuous monitoring and governed change
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PRODUCTION LOOP . P RAXI S
. . ADVISORY
Production Al needs an operating loop.

INSIGHT, APPLIED

Without telemetry, evaluation gates, and ownership for action, Al becomes a static model embedded in a changing business.

o — O —

Model predicts Business acts .
(H score, recommend, workflow changes _
generate behavior
Data changes

inputs, context,
demand

Telemetry returns

outcomes and

Operating process signals

Decision

O —

Intervene Monitor change
retrain, roll back, drift and
escalate performance
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MONITORING PRAXIS

. . . . . . ADVISORY
Monitoring must connect technical drift to business risk.
Drift is not only a model metric. It is an early-warning signal for operating risk.

Signal What changed Business risk Response

Data drift Inputs no longer resemble Predictions fit the wrong Retest affected segments
training data population

Concept drift Input-outcome relationship The model optimizes an old Revisit labels, incentives,
changes decision problem and policy

Performance Outcome quality falls below Revenue, cost, risk, or trust Trigger a governed

decay tolerance degrades silently intervention

The monitoring question is operational: what changed, what is at risk, and who is allowed to
intervene?

Praxis Advisory Operationalizing Al Beyond the Prototype 05



DECISION DISCIPLINE P RAX I S

o0 . o o o ADVISORY
Retraining is a decision, not an automatic reflex.

Automation should accelerate disciplined decisions, not bypass them.

— —

Observe Diagnose Compare

Performance or data signal Find whether the issue is Test champion and

changes data, model, process, or challenger alternatives
policy

Approve Promote or roll back Learn

Apply risk, business, and Change production with Update thresholds and

technical gates traceability operating assumptions
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GOVERNANCE

Z PRAXIS

. . ADVISORY
Governance is the mechanism that lets Al scale.

INSIGHT, APPLIED

A registry, audit trail, and lineage record make it possible to change Al systems without losing accountability.

| | | | |
Data owner Model owner Business owner Risk owner Ops owner
quality, freshness, performance, action, adoption, policy, auditability, uptime, response,
lineage validation, outcome approval gates support model

retraining logic

Builds trust Builds trust Builds trust Controls change Controls change

Scale comes from named ownership, not from heavier review meetings.
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GENAI EXTENSION P RAXI S

. . ADVISORY
Generative Al changes the control points.

The operating loop still matters, but the objects under control multiply.

Classic ML Generative Al

Feature and model versioning Prompt, retrieval, tool, and policy versioning

Accuracy and calibration checks Evaluation sets, hallucination checks, refusal behavior, task completion
quality

Drift in input distributions Drift in questions, documents, user behavior, and retrieved context

Model monitoring System monitoring across model, retrieval, workflow, and human review
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EXPLAINABILITY P RAXI S

. . .. . ADVISORY
Explainability belongs inside the operating system.
Explainability is most useful when it helps people act, not when it is bolted on after a failure.

Before deployment At inference During monitoring

Inspect whether the model Give users reason codes or Diagnose why performance

relies on plausible and decision support that can be changed and whether the

permitted signals. challenged. model remains fit for purpose.

The question is not just whether the model can explain itself. It is whether the explanation changes a
decision, approval, or intervention.
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MATURITY PATH

The maturity path is disciplined autonomy.

01 Prototype 02 Deploy 03  Monitor 04
local scripts registry drift checks
manual evaluation deployment process telemetry

unclear ownership monitored service incident response

The goal is not more models. It is better decisions that stay reliable as the world changes.
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Govern

approved retraining
challenger tests
outcome review
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