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Executive Summary

Artificial intelligence is no longer experimental. It is infrastructural.

Yet across industries, adoption remains uneven. Tools are deployed without strategic clarity. Use cases 

proliferate without ownership. Governance lags behind implementation. The result is fragmentation 

rather than transformation.

The EDGE Framework was developed to address this structural gap. It provides a leadership-level 

discipline for embedding intelligence into organisational architecture, not as experimentation but as 

enduring capability.

At the core of the framework are four pillars:

Evaluate.   Define.   Govern.   Elevate.

EDGE is not a technology roadmap. It is not a procurement strategy. It is not a vendor model. It is a 

leadership doctrine for converting AI curiosity into sustained organisational capability and competitive 

advantage.

This paper outlines the structural logic of EDGE, introduces a working set of practical tools that 

operationalise the framework, presents four case studies drawn from the author's own operating and 

advisory history across Asia-Pacific and global markets, and provides an implementation guide for boards, 

executives, founders, and policymakers.

EDGE did not start as an AI framework. It is the architectural pattern Adrian Watkins has applied across 

senior commercial roles since 2001, codified here for the AI era. The case studies in this paper are drawn 

from that operating history. Names are real. Numbers are public. The pattern is the point.

1. The Structural Problem: Adoption Without Architecture

Artificial intelligence has entered mainstream organisational discourse at speed. Executive teams speak of 

transformation. Governments speak of digital strategy. Founders speak of leverage and scale.

Beneath the rhetoric lies a recurring pattern:

 Teams experiment independently

 Tools are trialled without integration

 Policies are reactive rather than proactive

 Data strategy is inconsistent

 Decision rights are unclear

 Success metrics are ambiguous

Intelligence is present. Structure is not.
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The absence of architecture produces three systemic risks.

Fragmentation

Multiple systems operating without coordination. Insights trapped in silos. Value unrealised.

Exposure

Unclear governance leading to compliance violations, reputational risk, and ethical blindness. The 

organisation becomes vulnerable to what it cannot see.

Illusion of Progress

Activity mistaken for capability. Motion without momentum. Tools adopted but not embedded.

True capability requires discipline. Discipline requires architecture.

This is where EDGE begins.

2. The Applied Intelligence Framework

The EDGE Framework rests on a simple premise:

Intelligence must be structured before it can be scaled.

The framework follows four pillars:

Evaluate → Define → Govern → Elevate

These are not steps in a linear implementation programme. They are reinforcing disciplines that move 

organisations from experimentation to embedded capability.

Each pillar addresses a critical question:

 Evaluate: Where are we now?

 Define: What are we building?

 Govern: How do we maintain trust?

 Elevate: How do we create advantage?

Together, they transform intelligence from optional exploration into structural differentiation.

3. Evaluate

Diagnosing Intelligence Readiness

Every organisation has some level of intelligence adoption. Few understand its structural state.
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Evaluation asks:

 Where is AI currently used?

 What decisions are influenced by it?

 Where are risks accumulating?

 Where is value unrealised?

 Who owns what?

Evaluation spans three domains:

Capability

Skills, literacy, and operational fluency across the organisation.

Structure

Decision rights, process integration, and accountability frameworks.

Risk

Data governance, ethical exposure, regulatory alignment, and reputational vulnerability.

Evaluation is not technical. It is organisational. It surfaces the gap between enthusiasm and architecture, 

between what leadership believes is happening and what is actually happening on the ground.

Without evaluation, adoption remains reactive, driven by individual initiative rather than strategic intent. 

With it, leadership gains clarity over the current terrain and can make informed decisions about where to 

invest, where to constrain, and where to accelerate.

Case study: Advisory engagements across Southeast Asia, ongoing

Every advisory engagement begins with the same diagnostic exercise: where is the business actually, what 
does the founder believe is happening, and where is the delta. Across the BlackStorm Group portfolio and 
other advisory engagements with Southeast Asian founders, scale-ups, and accelerator programmes, the 
diagnostic typically takes one to two weeks and produces a board-ready memo of three to five issues that 
nobody had named out loud. The pattern repeats. The names change. The discipline holds. Diagnostic 
precedes prescription. Evaluation precedes capability.

4. Define

Establishing Strategic Intent and Architecture

Most organisations skip this stage. They move directly from experimentation to rollout, assuming strategic 

clarity will emerge through use. It rarely does.

Definition is the act of architectural leadership. It requires:

 Clarifying why intelligence matters to the organisation
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 Identifying priority value domains

 Assigning executive ownership

 Defining decision authority

 Aligning incentives and performance expectations

Definition transforms intelligence from optional exploration into deliberate capability. It answers the 

question: what are we building, and who is accountable?

Without definition, adoption is accidental, shaped by vendor relationships, individual enthusiasm, or 

tactical pressure rather than strategic intent. With definition, adoption is directional, aligned to 

organisational purpose and measured against clear outcomes.

Definition is not a one-time exercise. It is an ongoing discipline of clarity.

Case study: theParentInc, Chief Strategy Officer, 2017 to 2020

The business had multiple parallel bets running with limited central architecture. The Define stage 
produced two priority value domains agreed at board level: digital media as the core capability, and deeper 
market presence across Southeast Asia, India, and Africa, the markets where theParentInc was already 
operating. Everything outside those two was deprioritised. The fifty-five percent year-on-year revenue 
growth, the successful Series C raise, and the cleaner organisational architecture all came from that act of 
definition.

5. Govern

Embedding Discipline and Trust

As intelligence expands, so does influence. Influence without oversight creates instability. Decisions 

without accountability create exposure. Automation without ethics creates risk.

Governance is often misunderstood as constraint. In reality, it enables scale. Without governance, early 

gains collapse under scrutiny from regulators, from boards, from the public, or from internal stakeholders 

who lose trust in decisions they cannot understand.

Governance includes:

 Oversight structures

 Policy boundaries

 Review cadence

 Risk mitigation frameworks

 Performance metrics

 Escalation protocols

Governance operates across three layers:
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Ethical Governance

Ensuring responsible use. Defining what is allowed versus prohibited. Establishing principles that guide 

edge cases.

Operational Governance

Ensuring consistency and reliability. Who reviews AI outputs? At what frequency? What triggers 

escalation?

Strategic Governance

Ensuring intelligence aligns with long-term direction. How does AI support organisational purpose? Where 

does it create dependency or risk?

Governance builds trust internally and externally. Trust compounds capability.

Governance is not bureaucracy. It is leadership discipline that protects advantage.

Case study: SQREEM Technologies and the sale and integration of TotallyAwesome, 2024

The hardest acquisition integrations fail in the first ninety days because nobody truly understood what they 
were buying, or how to govern what they now owned. Sourcing, brokering, and integrating 
TotallyAwesome into SQREEM meant establishing common governance across more than seventy countries 
from day one: pricing frameworks, margin discipline, contracting standards, executive review cadence, and 
decision authorities at country, regional, and global levels. The more than thirty complex commercial and 
strategic agreements closed in the first ten months were possible because the governance scaffolding was 
in place before sales started.

6. Elevate

Converting Capability into Advantage

Capability alone is not the objective. Advantage is.

Elevate is not a new tool category. It is the leadership outcome that emerges when Evaluate, Define, and 

Govern compound. It is the point at which an organisation can show what has changed, in commercial 

terms and in operating terms, and trace those changes back to specific framework moves.

An organisation operating at Elevate displays three observable signatures:

Decision velocity

AI-informed decisions reach commitment faster because the governance and ownership rails are clear. 

Time-to-decision is the truest measure of how well the first three pillars are doing their job.
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Embedded workflow

AI participates in routine decisions without ceremony. Not as a separate AI initiative but as part of how 

the work runs. Leaders stop talking about AI projects and start talking about business outcomes.

Repeatable advantage

The organisation can name the metrics that have moved (cycle time, margin, win rate, regulator 

confidence, talent attraction) and trace each movement back to a specific framework move. Advantage 

that cannot be explained cannot be defended, and advantage that cannot be defended is not advantage.

Elevate produces, in commercial terms:

 Margin improvement through operational efficiency

 Faster strategic response through better signal detection

 Reduced operational friction through automated routine work

 Stronger resilience through scenario planning

 Improved stakeholder confidence through transparent governance

At this stage, intelligence is not a tool. It is a structural differentiator.

Organisations operating at Elevate do not chase trends. They design systems. They do not adopt tools 

reactively. They optimise execution deliberately.

The Seed Discipline: Prompt Quality

Elevate is a leadership outcome but it depends on a foundational craft. The EDGE Prompt Engineer tool 

seeds that craft at the individual-operator level on the principle that better inputs compound. A well-

engineered prompt, repeated thousands of times across an organisation, produces measurably better 

outputs across every other pillar.

The Prompt Engineer operates in three modes:

 Generate: produce prompts from descriptions, applying eight prompt engineering principles (Clarity, 

Specificity, Structure, Context, Output Format, Examples, Role and Persona, Constraints).

 Optimise: improve existing prompts with educational before-and-after analysis.

 Adapt: rewrite any prompt for specific AI platforms including ChatGPT, Claude, Gemini, MidJourney, 

and Perplexity.

This is the seed. Decision velocity, workflow embedding, and repeatable advantage are the harvest.

Elevate is where discipline becomes advantage.

Case study: SQREEM Technologies operating model, 2022 to present

The Elevate signature shows up in the post-integration SQREEM operating model. Introducing a global price 
book and margin strategy moved the business from country-by-country negotiation to a structural 
commercial discipline. Consistent go-to-market positioning was rolled out across every market, removing 
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the variance that had crept in country by country. The biggest single Elevate move was the rebuild of global 
legal, data, and compliance architecture for the American market, the most demanding regulatory 
environment in the SQREEM footprint, with the discipline then cascaded back across every other 
geography. The shift compounded: cleaner deal velocity, materially better revenue quality, faster executive 
decisions, an investment-ready operating posture, and a defensible governance position in front of clients 
and regulators. Advantage compounds once the first three pillars are settled.

7. From Capability to Edge

The term edge is deliberate. It represents:

 A defensible advantage

 A position of clarity

 A structural lead over peers

 The ability to move faster with confidence

Edge is not temporary uplift. It is durable advantage created through discipline.

The four pillars reinforce each other:

 Evaluation reveals misalignment between intent and reality.

 Definition clarifies architecture and accountability.

 Governance stabilises structure and builds trust.

 Elevation compounds results into sustained advantage.

Remove one pillar and the system weakens. Evaluation without definition creates awareness without 

direction. Definition without governance creates exposure. Governance without elevation creates 

constraint without value.

Sustain all four and capability becomes embedded, no longer dependent on heroic individuals or isolated 

initiatives but woven into the organisational fabric.

This is the difference between organisations that experiment with AI and organisations that structure 

intelligence deliberately.

8. The EDGE Tools: From Theory to Practice

EDGE is practised through twelve simulation and assessment tools that operationalise each pillar. The 

tools are not training materials. They are rehearsal environments: places to practise judgement under 

pressure, identify gaps in governance, refine positioning, and optimise execution before stakes are real.
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Evaluate Tools: Five Simulation Rooms

 Decision Simulation. Explore strategic choices with competing outcomes. Surface blind spots, 

emotional textures, and asymmetric bets before committing.

 Red Team Simulation. Stress-test ideas against adversarial critique. Experience how sceptics will 

challenge assumptions, identify fault lines, and prepare defensive positions.

 Conversation Simulator. Rehearse difficult professional conversations with realistic AI pushback. 

Practise clarity, empathy, and firmness until earning resolution.

 Before You Send. Analyse how different audiences might interpret messages before sending. Surface 

perception gaps across stakeholders with competing interests.

 Negotiation Simulator. Practise negotiation dynamics with AI that uses realistic tactics including 

counter-asks, strategic delays, and pressure when appropriate.

These simulators do not provide answers. They provide practice, the kind of practice that builds 

judgement.

Define Tools: Three Positioning Tools

 Brand Profile Generator. Eight-step process establishing positioning foundations: audience personas, 

differentiators, voice guidelines, and content pillars.

 Content Sprint Generator. Seven-day or fourteen-day platform-specific content calendars using brand 

profiles to produce copy-ready posts with calls to action, hashtags, and timing guidance.

 Engagement Analyser. Paste real feedback and comments to identify interest signals, common 

objections, top-performing content themes, and prioritised recommendations for refinement.

These tools move positioning from abstract to actionable, from statements on slides to content in the 

market.

Govern Tools: Three Governance Tools

 Governance Review Simulator. Rehearse defending AI decisions to boards, investors, or leadership. 

Face realistic questions about return on investment, risk, oversight, and accountability. Receive 

customised governance frameworks based on identified gaps.

 Ethical Dilemma Simulator. Navigate competing values and stakeholder interests in AI deployment 

scenarios. Develop consistent ethical reasoning and establish policy boundaries through structured 

decision-making.

 AI Governance Maturity Assessment. Twelve-question evaluation across five dimensions (Decision 

Ownership, Risk Management, Performance Oversight, Ethical Boundaries, Accountability Structures) 

with personalised roadmap and benchmark comparison.

These tools transform governance from compliance checklist to leadership discipline.
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Elevate Tool: One Tool, Three Modes

 Prompt Engineer. Generate prompts from descriptions, optimise existing prompts with educational 

explanations, or adapt any prompt for specific AI platforms (ChatGPT, Claude, Gemini, MidJourney, 

Perplexity). Applies eight prompt engineering principles: Clarity, Specificity, Structure, Context, 

Output Format, Examples, Role and Persona, and Constraints.

This tool operationalises a fundamental truth: better inputs produce better outputs. Quality compounds.

All EDGE tools are:

 Session-based (no accounts required)

 Privacy-first (data processed locally, never stored)

 Immediately actionable (produce downloadable frameworks and artefacts)

 Workshop-ready (deployable in team settings)

The tools do not replace strategic thinking. They structure it.

9. The Maturity Model: Assessing Current State

Organisations exist along a governance maturity spectrum. Understanding current position enables 

prioritised improvement.

EDGE adapts the five-level capability maturity pattern first developed for software engineering in the 

Capability Maturity Model Integration (CMMI) tradition and applies it here to intelligence governance. 

The pattern is durable across disciplines. The dimensions are specific to AI.

Level 1: Reactive (1.0 to 1.9)

Governance is ad-hoc and responds to problems after they occur. AI decisions lack structure and 

oversight. High risk of compliance violations, ethical blindness, and reputational exposure.

Level 2: Aware (2.0 to 2.9)

Some governance practices exist informally. Teams understand the need but processes are not 

documented. Implementation is inconsistent across departments. Tribal knowledge rather than 

institutional capability.

Level 3: Defined (3.0 to 3.9)

Governance processes are documented but not consistently followed. Good foundation exists but lacks 

active management and enforcement. Gap between policy and practice.

Level 4: Managed (4.0 to 4.9)

Active governance with clear accountability. Processes are followed with regular oversight. Performance 

metrics tracked. Escalation protocols established. Best practices embedded.
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Level 5: Optimised (5.0)

Continuous improvement culture. Governance is embedded, measured, and refined based on outcomes. 

Industry-leading practices. Intelligence governance becomes competitive advantage rather than 

compliance burden.

The AI Governance Maturity Assessment evaluates organisations across five dimensions:

 Decision Ownership: clarity about who owns AI decisions

 Risk Management: how AI risks are identified and mitigated

 Performance Oversight: how AI outputs are reviewed and measured

 Ethical Boundaries: how ethical concerns are addressed

 Accountability Structures: how responsibility is established

Assessment results provide:

 Overall maturity score with visual breakdown

 Dimension-by-dimension analysis

 Benchmark comparison for organisational stage

 Personalised roadmap identifying quick wins and strategic priorities

 Direct links to tools addressing specific gaps

Organisations can assess current state, track progress over time, and identify which governance 

investments will produce the greatest impact.

Maturity is not destiny. It is current position on a development path.

10. Application Across Contexts

The EDGE Framework is structurally adaptable while remaining conceptually consistent. The four pillars 

apply across every organisational scale. The emphasis, sequencing, and tool weighting shift by context.

Startups (Under 50 People)

Priority pillars: Define and Evaluate. Priority tools: Brand Profile Generator, Decision Simulation.

The risk at this scale is not over-governance. It is shipping the wrong thing fast. EDGE for startups means a 

one-page Definition document that the founding team agrees and revisits quarterly, plus Decision 

Simulation runs before every meaningful pivot. Govern is light-touch (a single page of policy boundaries). 

Elevate emerges as the company scales past Series A.

Small and Medium Enterprises (50 to 500 People)

Priority pillars: Define and Govern. Priority tools: Maturity Assessment, Engagement Analyser, Decision 

Ownership Map.
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Most SMEs at this scale have multiple AI experiments running independently. The first move is the 

Maturity Assessment to surface where the gaps actually are, followed by a Define cycle to name two or 

three priority value domains, followed by Govern outputs to stop the experiment sprawl. The Engagement 

Analyser is unusually high-leverage at SME scale because positioning still moves the needle.

Enterprises (Over 500 People)

Priority pillars: Govern and Elevate. Priority tools: Governance Review Simulator, Ethical Dilemma 

Simulator, Maturity Assessment cascaded by business unit.

Enterprise organisations face coordination challenges across departments, geographies, and business 

units. The Maturity Assessment cascaded by business unit surfaces which units lead and which lag. The 

Governance Review Simulator and Ethical Dilemma Simulator become standing rehearsal environments 

for executive teams ahead of board, regulator, and investor scrutiny. Define and Evaluate are run 

continuously rather than as one-time exercises.

Government and Public Institutions

Priority pillars: Govern (Ethical) and Define. Priority tools: Ethical Dilemma Simulator, Decision Ownership 

Map, Risk Exposure Checklist.

Public sector organisations face heightened scrutiny, complex stakeholder dynamics, and accountability to 

citizens. The Govern pillar leads. The Ethical Dilemma Simulator is essential as a rehearsal environment for 

the genuinely hard cases (benefit allocation, predictive policing, immigration scoring). EDGE for the public 

sector means innovation protected by discipline, not innovation delayed by bureaucracy.

The structure remains constant. The emphasis shifts by scale and context.

11. Leadership Implications

EDGE is not owned by IT departments. It is not delegated to innovation teams. It is not outsourced to 

consultancies. It is owned by leadership.

Boards must understand

 Where intelligence influences decision-making across the organisation

 Where accountability sits for AI-driven outcomes

 Where governance boundaries are defined and enforced

 Where advantage is measurable and sustainable

 Where exposure exists and how it is mitigated
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Executive teams must establish

 Clear ownership for intelligence strategy

 Decision rights at appropriate organisational levels

 Review cadence that matches deployment velocity

 Performance expectations tied to business outcomes

 Cultural norms around responsible use

Founders and operators must balance

 Speed of experimentation with discipline of governance

 Individual initiative with coordinated capability

 Short-term efficiency gains with long-term structural advantage

Intelligence without leadership architecture increases risk. Intelligence with architecture increases 

resilience.

The difference is discipline. Not bureaucratic process, but architectural clarity about what the organisation 

is building and who is accountable for outcomes.

Leaders who treat AI as technical implementation rather than organisational architecture will find 

themselves managing fragmentation rather than leveraging capability.

Leaders who embed EDGE disciplines will compound advantage over time.

12. Implementation Guide: From Assessment to Advantage

EDGE implementation is not a project with a fixed timeline. It is ongoing organisational discipline. 

Structured entry points accelerate adoption.

Two tracks are presented below. Most organisations will run both: the rapid track for executive sponsor 

pull-through, the enterprise track for institutional embedding.

Rapid Track: Four Weeks

Best suited to startups, SMEs, and single-business-unit deployments inside larger organisations.

Week 1: Assess Current State

 Take the AI Governance Maturity Assessment (5 to 10 minutes). Identify the two lowest-scoring 

dimensions for immediate attention.

 Map Existing AI Adoption (2 to 3 hours). Document where AI is currently used. Who owns each 

implementation? What decisions are influenced? Where is value created or risk accumulated?

 Identify Governance Gaps (1 to 2 hours). Where is ownership unclear? Where are risks unmitigated? 

Where is performance unmeasured?
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Weeks 2 and 3: Simulate and Practise

 Run Decision Simulations before major strategic choices. Surface blind spots before committing.

 Run Governance Review Simulator before board, investor, or regulator presentations.

 Run Ethical Dilemma Simulator on AI use cases with ethical tensions to develop consistent reasoning 

before real scenarios arise.

 Run Red Team Simulation on planned initiatives. Experience adversarial critique in a controlled 

environment.

Week 4: Document and Establish Baselines

 Download Governance Frameworks from the simulators: AI Decision Ownership Map, Risk Exposure 

Checklist, Decision Escalation Matrix, Performance Accountability Template, Experimentation Policy.

 Assign clear accountability. Name an executive owner for intelligence strategy. Define approval 

authorities by risk level.

 Establish review cadence. Define how often AI outputs are reviewed, by whom, and what triggers 

intervention or escalation.

Enterprise Track: Six to Twelve Months

Best suited to organisations with 500 or more staff, multiple business units, or regulated industry 

exposure.

Months 1 and 2: Strategic Assessment

Maturity Assessment cascaded across business units and geographies. Map AI adoption inventory at 

corporate level. Stand up an EDGE programme office reporting to a board-sponsored executive owner. 

Identify two pilot business units with the highest readiness for early deployment.

Months 3 and 4: Pilot and Policy

Run the rapid track in the two pilot business units. In parallel, the EDGE programme office stands up 

enterprise policy artefacts: Decision Ownership Map by domain, Risk Exposure Checklist by business line, 

Ethical Boundaries policy, Escalation Matrix with named owners. All artefacts are reviewed by Legal, 

Compliance, Risk, and Internal Audit before publication.

Months 5 to 8: Rollout and Embedding

Cascade the pilot pattern across remaining business units in waves of two. Each wave runs a four-week 

rapid track adapted from pilot learnings. Embed governance frameworks into existing review cadences 

(quarterly business reviews, executive committee, board risk committee, regulator engagement cycle). 

Train senior managers as workshop facilitators for their teams.
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Months 9 to 12: Maturity Lift and Institutionalisation

Re-run the Maturity Assessment by business unit. Set targets for the next twelve months. Embed EDGE 

outputs into hiring, performance management, vendor selection, and capital allocation processes. 

Establish a quarterly governance review at board level. Begin reporting external metrics (decision velocity, 

win rate, regulator confidence, talent attraction) attributable to the framework.

Ongoing Discipline (Both Tracks)

 Quarterly Governance Reviews. Use the Governance Review Simulator to prepare for each board 

cycle. Update governance frameworks based on learnings.

 Re-assess maturity every six months. Track progress across the five governance dimensions. Adjust 

priorities based on evolving maturity and organisational needs.

 Embed tool use into workflows. Before sending important messages, use Before You Send. Before 

content campaigns, generate sprints with Define tools. Before prompt-based work, optimise with 

Prompt Engineer.

 Share frameworks across the organisation. Make governance documents accessible. Train teams on 

decision escalation protocols. Establish cultural norms around responsible use.

Critical Success Factors

 Executive sponsorship. EDGE requires visible leadership commitment, not delegation to working 

groups.

 Cultural shift. Move from move-fast-and-break-things to move fast with discipline. Speed plus 

structure, not speed versus structure.

 Continuous learning. Governance needs evolve as adoption scales. Regular re-assessment prevents 

governance from becoming outdated constraint.

 Cross-functional collaboration. EDGE bridges technical teams, business units, legal and compliance, 

and leadership. Architecture requires coordination.

Implementation is not linear. Organisations will move between pillars based on emerging needs. The 

framework provides structure for continuous refinement rather than one-time transformation.

13. About Adrian Watkins

After twenty-five years building and governing technology-led businesses across Asia-Pacific and Europe, 

including the sourcing and post-acquisition integration of TotallyAwesome into SQREEM Technologies in 

2024 and commercial leadership across more than seventy countries, the same pattern surfaced 

repeatedly: organisations were adopting intelligence without architecture.
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EDGE emerged from that observation. Not as academic theory, but as operational discipline developed 

through direct experience with boards questioning AI investments, founders scaling without governance, 

and enterprises fragmenting adoption across departments.

EDGE distils a pattern Adrian has applied across senior roles at SQREEM Technologies, Digital Turbine 

(formerly AdColony), theParentInc, and Performance Asia, alongside advisory engagements with 

BlackStorm Group and earlier commercial leadership at FOX Interactive, Virgin Media, and CBS 

Interactive.

Adrian is Senior Vice President of Commercial Operations, Strategy and Governance at SQREEM 

Technologies, a global cognitive AI company headquartered in Singapore. He reports directly to the CEO 

and is accountable for commercial strategy, governance architecture, operations, and go-to-market across 

the Media, Health, Government, and Infrastructure divisions.

He serves on advisory boards for technology founders across Southeast Asia, mentors at Facebook 

Accelerator, e27, and the SDG Open Hack 2026 NP Edition, and moderates executive roundtables for 

Ortus Club. He publishes AiinASIA.com, an executive editorial brief on AI adoption across Asia-Pacific with 

approximately ten thousand readers per month and zero paid distribution, and built PromptAndGo.ai as a 

region-aware prompt engineering platform for operators in Asia.

He has lived in Singapore for thirteen years. He is a British citizen and holds a Singapore Employment Pass.

For speaking engagements, advisory work, or EDGE Framework workshops:

 adrianwatkins.com

 me@adrianwatkins.com

14. Conclusion: Structuring the Age of Intelligence

Artificial intelligence is not the transformation. Structured intelligence is.

The organisations that will lead their industries in the next decade are not those deploying the most AI 

tools. They are those structuring intelligence deliberately, with clear ownership, robust governance, and 

disciplined execution.

EDGE provides that structure.

 Evaluate surfaces the gap between belief and reality.

 Define establishes strategic clarity and accountability.

 Govern builds trust through discipline.

 Elevate converts capability into sustained advantage.

Together, these pillars transform intelligence from experimental exploration into embedded capability. 

From curiosity to competitive edge.
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The future belongs to organisations that move beyond the question should we use AI to the harder 

questions:

 Where should intelligence influence decisions?

 Who owns those decisions?

 How do we maintain trust?

 How do we measure advantage?

These are not technical questions. They are leadership questions. EDGE provides the architectural 

discipline to answer them.

The choice facing leaders is not whether to adopt intelligence. That question has been answered. The 

choice is whether to adopt with architecture or without it.

The EDGE Framework offers a disciplined path from curiosity to capability, and from 
capability to enduring advantage.

Implement EDGE in Your Organisation

EDGE is proven across startups, scale-ups, enterprises, and public-sector organisations in Southeast Asia 

and beyond. If you are ready to structure intelligence deliberately:

 Advisory engagements: me@adrianwatkins.com

 Speaking and workshops: adrianwatkins.com

 Tool access: all twelve EDGE tools at adrianwatkins.com/tools
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