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EVALUATI NG THE AUTHORI TY LAYER

The CIO’s Guide to Governing
Infrastructure Change — across
humans, automation, and Al.

How to evaluate the operating-model layer that validates every change before it
executes —with a capability checklist, a vendor scorecard, a self-assessment, and
a proof-of-value playbook you can run.
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What “good” looks like — capability checklist
The Al-safety architecture question
Deployment, risk posture, and your stack
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The 12-question self-assessment (scored)
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EXECUTIVE SUMMARY

Enterprise infrastructure has two mature layers and one missing one. Teams can execute change
(Terraform, Ansible, CI/CD) and observe it (Datadog, Splunk, ServiceNow dashboards). What no tool in
either layer does is govern change — validate that a given action is safe before it runs, against an
authoritative model of the environment. That gap is where outages, failed audits, and stalled Al programs
concentrate.

This guide is for CIOs and infrastructure leaders evaluating whether — and how — to put an authority layer in place
before modernizing, migrating, or scaling Al agents into production. It defines the category, sets out what a credible
solution must do, and gives you tools you can use directly: a capability checklist, a vendor scorecard, a scored
self-assessment, and a proof-of-value playbook. It is written to be useful even if you never talk to us.

The one decision this guide supports: can your organization govern every change — human, automated, and
Al — before it executes? If the answer is not a confident yes, the rest of this guide is about closing that gap without
disrupting what already works.

THE SHIFT — WHY AN AUTHORITY LAYER, AND WHY NOW

Every era of infrastructure has produced a new control layer when complexity outgrew the old one. Virtualization
brought vCenter; cloud brought control planes; networking brought SDN controllers. The current shift — automation
everywhere, and now autonomous Al agents — is producing the next one: a governing model that holds intent and
validates change before execution. We call it the Infrastructure Operating Model (IOM).

Two forces make this urgent now:

e Automation removed the human pause. Change now happens at machine speed. A bad change propagates
before anyone can catch it — so validation has to happen before execution, not in a review meeting after.

e Al agents are being pointed at infrastructure. Agents hallucinate and can be manipulated. Letting them act
and watching closely is not a safety model. The environment needs an authority that every actor — human, script,
or agent — must pass through.

THE COST OF INFRASTRUCTURE AMBIGUITY

Ambiguity — not knowing, authoritatively, what you have, who owns it, and what a change will touch — stops being
an operational nuisance and becomes a line item. It shows up as:

[1 Avoidable outages from changes whose blast radius nobody could see in advance.

[] Audit scramble — weeks of reconstructing evidence that should be a by-product of governed change.

[1 MSP and key-person lock-in — critical knowledge living in heads and spreadsheets, not in a model the
organization owns.

[] Stalled Al adoption — agents can’t be trusted in production because there is no authority to constrain them.
[J Tool and license sprawl — many tools bought to hold slices of data a single model could hold once.
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WHAT “GOOD” LOOKS LIKE — CAPABILITY CHECKLIST

Use this as your requirements list for any solution in this category, regardless of vendor. A credible authority
layer should do all of the following:
0 A single authoritative model. One continuously-reconciled source of truth for assets, dependencies,
ownership, intent, configuration, and policy — not a record that drifts out of date between scans.

[0 Pre-execution validation. Every change is validated against the model before it runs — not approved by
ticket and discovered to be wrong afterward.

[ Blast-radius awareness. The downstream impact of a change is known in advance: what it touches, what it
could break, what depends on it.

[0 One model, every actor. Humans, automation, and Al agents all inherit the same encoded constraints from
the same model — not separate rules maintained in separate places.

[0 Deterministic execution. Al — or a human — only proposes. A deterministic model validates and a
deterministic engine executes. Al never touches infrastructure directly.

0 Agentless, read-only to start. You can begin by logging in read-only and modeling the environment — no
agents to deploy, no rip-and-replace, minimal effort to first value.

[0 Elevates your existing stack. Integrates with ITSM/CMDB (e.g. ServiceNow), 1aC/Git, and IPAM — keeping
them current rather than replacing them. No forced migration.

[0 Compliance as a by-product. Audit evidence is generated from the model on demand, not reconstructed by
hand before each review.

[0 Durable across change. The governing model survives platform upgrades, vendor changes, and staff
turnover — the authority is institutional, not personal.

[0 Reduces tooling, not adds to it. Because the model holds data many tools were bought to hold, it should let
you rationalize licenses over time — a cost reducer, not just another line item.

THE AI-SAFETY QUESTION — ARCHITECTURE vs. OVERSIGHT

As you evaluate, separate two very different approaches to Al safety in infrastructure:

Al in the action path (oversight) Al behind the guardrail (architecture)

e Al agents plan and execute changes directly; policy and e Al — or a human — only proposes. A deterministic
monitoring try to catch bad behavior in time. model validates; a deterministic engine executes.

e Safety depends on the watcher catching the mistake e A proposal the model rejects simply never runs — even
before it lands — and on the agent not being manipulated. if the Al was wrong. The guardrail cannot be bypassed.

For infrastructure, a hallucinated action is production down. Demand the architectural approach: governed by design, not by oversight
you hope holds.

AuthorlOM — The Infrastructure Operating Model - authoriom.ai



O AUTHORIOM - CI O BUYER S GUI DE

DEPLOYMENT, RISK POSTURE, AND YOUR STACK

How it should deploy. Agentless and read-only to start. You provide what you're comfortable with and the model is
built from it — start with the least access and expand as trust builds:

[0 Configuration files and laC exports

[0 Spreadsheets and documentation you already keep

[0 Read-only access to the live environment — data center or cloud

[0 Your existing CMDB
How it should treat what you already run. An authority layer should elevate your stack, not replace it. It reads from
the systems you run and, on your terms, writes governed reality back — keeping a ServiceNow CMDB current,

committing generated laC into your Git/CI-CD, integrating with IPAM. No rip-and-replace; rationalize redundant tools
on your own timeline.

BUILD vs. BUY

Most large IT organizations have considered building a model of their environment in-house — a CMDB project, a
dependency-mapping initiative, a homegrown validation script library. Weigh these realities:

e The hard part isn’t building the model — it's keeping it true. A model that drifts is worse than none,
because people trust it. Continuous reconciliation is an ongoing engineering commitment, not a project.

e Validation logic is the real asset, and the real cost. Encoding blast radius, policy, and intent — and keeping
it correct across every change — is where in-house efforts stall.

e Governance has to outlive its authors. Homegrown systems concentrate the same key-person risk you
were trying to remove.

Rule of thumb: build the parts that are uniquely yours (your policies, your intent); buy the model and validation
engine that have to stay current and correct across every change. The test is whether the result is still accurate —
and still maintained — two years from now.
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THE 12-QUESTION SELF-ASSESSMENT

Answer each against your own environment: Yes, No, or Not sure. Count your No and Not sure answers — the
scoring guide follows.

# Area Question Y/N/?

01 Ownership Can you prove who owns every service and asset today? [11111

02 Dependencies Can you map how applications depend on the infrastructure beneath them? [11111]

03 Blast radius Can you predict downstream impact before a change is committed? [1[111]

04 Change Do you validate changes against policy before they execute, not after? [11111]
validation

05 Drift Does your documentation reflect reality, or last quarter’s reality? (11111

06 MSP If your MSP left tomorrow, could your team operate the environment? [1[111]
dependency

07  Audit Can you produce compliance evidence on demand, instead of reconstructing (11111

it?

08 Security Does security validate intent before a change runs, or react after the incident? [1111]

09 Automation Can automation act safely against known intent and guardrails? (11111

10  Alreadiness Can Al agents inherit the same constraints as humans, from one model? (11111

11 Continuity Will the governing model survive upgrades, vendor changes, and turnover? (11111

12 Proof Can you prove to a regulator that nothing acted outside authorized state? [1[111]

0-2 - Strong foundation You govern most change today. Focus on extending the same authority to automation and

Al.
3-6 - Meaningful gaps Ambiguity is already costing you in risk and effort. An authority layer pays for itself before

you modernize further.

7-12 - Critical gap Modernizing, migrating, or scaling Al now carries serious, compounding risk. Close the
authority gap first.
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RUNNING A PROOF OF VALUE

A good proof of value (POV) proves the model against your environment, not a demo. Structure it like this:

e Scope areal slice. Pick a meaningful application or environment with genuine dependencies — not a toy.

e Provide what you're comfortable with. Configs, spreadsheets, read-only access, or your CMDB. Note how

little setup is required.

e Measure time-to-model. How fast does an accurate model appear? Days, not a multi-quarter implementation,

is the bar.

e Test pre-execution validation. Propose a risky change and confirm the model catches the blast radius before

anything runs.

e Test the Al path. Confirm an Al proposal is validated by the model and cannot execute directly.

e Model the economics. Ask the vendor to model tool/license overlap and savings against your real inventory

— not a brochure percentage.

VENDOR EVALUATION SCORECARD

Score each candidate against the capabilities that matter. Mark Yes / Partial / No.

Single authoritative, continuously-reconciled model
Validates every change before execution

Predicts blast radius before a change

One model governs humans, automation & Al
Deterministic execution — Al never touches infra
Agentless, read-only to start

Integrates with & elevates existing stack
Compliance evidence on demand from the model
Survives upgrades, vendor change, turnover

Reduces tool/license sprawl
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GLOSSARY

Infrastructure Operating

Model (IOM)

Authority layer

Living model

Pre-execution validation

Blast radius

Deterministic execution

Agentless / read-only posture

Continuous compliance

The authority layer that holds intent and validates every change before execution —
above Execute and Observe.

The missing third layer of enterprise infrastructure: it governs change — validating it
before execution — vs. executing it (Terraform/CI-CD) or watching it (Datadog/Splunk).

A continuously-reconciled, authoritative representation of the environment — the source
of truth a CMDB only approximates.

Checking a proposed change against the model before it runs, rather than approving by
ticket and discovering problems after.

The full downstream set of things a change could affect or break — known in advance,
not after an incident.

Al or a human proposes; a deterministic model validates and a deterministic engine
executes. Al never touches infrastructure directly.

Deploying without installing agents and without write access to start — low-risk, low-effort
first value.

Audit evidence produced as a by-product of governed change, available on demand.

Next step. The fastest way to answer “can our environment be governed?” is to model a slice of it. An
Infrastructure Authority Assessment scopes your gaps and what closing them is worth — against your real
environment. Start at authoriom.ai/assessment, or reach the team at authoriom.ai/contact.
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