
Y - A X I S  —  W H O  B E N E F I T S

Internal

AI creates value for

employees, teams, or

operational processes

inside the organisation

External

AI creates value for

customers, clients, or

partners who interact with

the organisation

Determines: risk tolerance, brand exposure, regulatory requirements,
speed of rollout

X - A X I S  —  H O W  A U TO N O M O U S  I S  T H E  A I

AI Assists

AI drafts, suggests, or

summarises. A human

reviews every output

before it is acted upon

AI Acts

AI executes actions —

processing, deciding,

routing, or responding —

with defined guardrails

Determines: governance intensity, error consequence, review
requirements, technical complexity

T H E  F O U R  Q U A D R A N T S  —  C L A S S I F I C A T I O N  M A P

←  AI ASSISTS                                                                                                    AI ACTS →

Q 1  ·  I N T E R N A L  ·  AS S I S T S

Efficiency & Productivity

AI assists employees with internal tasks. Every output is

reviewed by a human before use. The most common and

lowest-risk entry point for AI adoption.

Q 2  ·  I N T E R N A L  ·  AC T S

Intelligence & Insight

AI automates analysis and decisions inside internal

workflows. Reduces manual processing time but requires

governance checkpoints before replacing human judgment

on important decisions.

Q 3  ·  E X T E R N A L  ·  AS S I S T S

Customer Value Enhancement

AI helps employees deliver better, faster, or more

personalised service to customers. Quality must be high

because outputs face external audiences — errors damage

client relationships.

Q 4  ·  E X T E R N A L  ·  AC T S

Autonomous Experience

AI acts directly with customers without human intermediation

at each touchpoint. Requires the highest governance

maturity (Level 4–5), robust testing, and full regulatory

compliance.

! T H E  S E Q U E N C I N G  R U L E

Always start in Q1. Build governance and data foundations. Prove ROI and adoption with internal, AI-assists

initiatives before advancing to Q2, then Q3, then Q4. Most organisations that fail at AI skip this sequence. They

deploy Q3 or Q4 initiatives at Level 1–2 maturity — without the governance or data quality to support them.

IN
T
E
R
N
A
L

Low risk · Fast adoption · Start here

e.g. Microsoft Copilot, document Q&A, meeting summaries, first-

draft writing, internal research

Medium risk · Requires governance

e.g. invoice processing, ML scoring, report automation, data

pipeline alerts, internal routing

E
X
T
E
R
N
A
L

Medium-high risk · Brand exposure

e.g. AI-assisted proposals, personalised outreach, client-facing

content, chatbot-assisted support

Highest governance · Highest reward

e.g. 24/7 AI support agents, dynamic pricing, autonomous

onboarding flows, real-time recommendations

D E N  A G E N T I C  A I    ·    S T R A T E G I C  F R A M E W O R K  G U I D E

Four Quadrants of AI Value
Framework Guide
Classify every AI initiative across two dimensions — who benefits (internal vs external) and

how autonomous the AI is (Assists vs Acts). Use this to set cost model, governance

requirements, and ROI timeline before committing resources.

Executives & Strategists Used in Course 3 & 4
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Four Quadrants of AI Value  ·  DEN Agentic AI Deep Dive by Quadrant & Application Guide

D E E P  D I V E  —  W H A T  E A C H  Q U A D R A N T  R E Q U I R E S

For each AI initiative, identify its quadrant first. Then use this guide to set the right cost model, governance intensity, and ROI expectations
before committing budget.

Q1 Efficiency & Productivity  ·  Internal · Assists Maturity needed: Level 2+  ·  Risk: Low

W H AT  A I  D O E S

Drafts, summarises, researches,

reformats, or assists. Every

output goes through employee

review before any action is

taken.

G OV E R N A N C E  N E E D E D

Basic policy, approved tool list,

and awareness training. Human

review at every output. Tier 1 or 2

review standard.

R O I  E X P E C TAT I O N S

30–70% time saving on assisted

tasks. Measurable within 30–60

days of consistent adoption.

Easy to demonstrate.

C O M M O N  E X A M P L E S

Q2 Intelligence & Insight  ·  Internal · Acts Maturity needed: Level 3+  ·  Risk: Medium

W H AT  A I  D O E S

Processes, classifies, routes, or

generates output that feeds

directly into an internal workflow

or decision system.

G OV E R N A N C E  N E E D E D

Written policy, defined human

review checkpoints, escalation

path for errors, and audit trail of

AI actions. Tier 2–3 review.

R O I  E X P E C TAT I O N S

Process cost reduction,

throughput increase, or error rate

reduction. Measurable at 60–90

days. Requires baseline data.

C O M M O N  E X A M P L E S

Q3 Customer Value Enhancement  ·  External · Assists Maturity needed: Level 3+  ·  Risk: Medium-High

W H AT  A I  D O E S

Assists employees in creating

higher-quality, faster, or more

personalised outputs for

external stakeholders. Human

still sends or acts.

G OV E R N A N C E  N E E D E D

Full policy, brand voice

guidelines, mandatory review

before any client-facing output

is sent. Quality bar must be high.

R O I  E X P E C TAT I O N S

Revenue impact through

conversion rate, proposal

quality, or response time. Slower

to measure — 90–180 days for

reliable data.

C O M M O N  E X A M P L E S

Q4 Autonomous Customer Experience  ·  External · Acts Maturity needed: Level 4–5  ·  Risk: High

W H AT  A I  D O E S

Acts directly with customers —

responding, deciding, or

processing — without human

intermediation at each

touchpoint.

G OV E R N A N C E  N E E D E D

Comprehensive framework: risk

tiering, incident response,

regulatory compliance, ongoing

monitoring, escalation paths,

and full audit trail.

R O I  E X P E C TAT I O N S

High long-term ROI through

scale and availability. Significant

upfront investment in

governance and testing before

launch.

C O M M O N  E X A M P L E S

A P P LY  T H I S  F R A M E W O R K  T O  Y O U R  O R G A N I S AT I O N

AI Portfolio, Governance & Data Roadmapping Advisory
We map your AI initiatives to the Four Quadrants, score each against the Prioritization Scorecard, and build
your phased roadmap — with governance designed to match the quadrant, not just the tool.

denagenticai.com
/advisory
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Meeting note summaries·

First-draft emails and reports·

Internal Q&A from documents·

Data interpretation assistance·

Prompt-assisted analysis·

Invoice extraction and routing·

Lead scoring models·

Anomaly detection alerts·

Internal content classification·

Automated reporting pipelines·

AI-assisted proposals·

Personalised sales outreach·

Client report generation·

Customer support drafting·

Competitive research for calls·

24/7 AI support agents·

Real-time pricing engines·

Autonomous onboarding·

Dynamic recommendations·

Agentic sales qualification·


