
C H A N G E  &  A D O P T I O N

You do not need AGI. You
need agreement.

The hard part of enterpri se AI i s not getti ng a

model i nto producti on. It i s getti ng an
organi zati on to agree on what i t i s for, who owns

the consequences, and how people work when

the answer i s contested.

W E  D O N ’ T  N E E D  M O R E  I N T E L L I G E N C E

We need organi zati ons that can make a clear deci si on together, act on i t, and keep that
deci si on i ntact when the model, market, regulator, or leadershi p changes. That i s a
leadershi p problem before i t i s a technology problem.

Most compani es are treati ng AI adopti on as a tooli ng

exerci se whi le employees experi ence i t as a mandate,

a threat, or one more change happeni ng to them.

Often the resi stance i s not to the technology. It i s to

absorbi ng ambi gui ty, ri sk, and broken process

wi thout understandi ng the i ntent or havi ng any

meani ngful part i n the deci si on. That i s how a

company ends up fi ghti ng i ts own people.

Leaders cannot explai n the
technology

People are bei ng asked to trust

deci si ons thei r leaders cannot

i nterrogate themselves. Employees

noti ce.

Techni cal fluency does not mean every

executi ve learns to code. It means

leaders understand enough to ask

good questi ons, make tradeoffs, and

explai n why a deci si on was made.

70% of the vari ance i n team-level

engagement traces to the manager. A

strategy your people never hear thei r

own manager explai n arri ves as

uncertai nty.

Gallup

Costs you: trust, veloci ty, and good j udgment.

Talent i s organi zed around jobs, not
capabi li ty

AI changes the boundary between

what humans do and what machi nes

should do. That should create room for

people to spend more ti me doi ng what

they are unusually good at. Instead,

many organi zati ons begi n wi th

headcount reducti on and wonder why

adopti on collapses.

18 poi nts separate employees

whose manager acti vely supports thei r

team’s AI use (48% engaged) from

those whose manager does not (30%).

Support i s the vari able, not access to

tools.

Gallup, 43,262 US employees, 2026

Costs you: your best people di sengagi ng from

the change you need them to lead.

Nobody agreed on the i ntent

The board wants growth. Fi nance

wants effi ci ency. Legal wants control.

Technology wants capabi li ty.

Employees want to understand what

happens to thei r work. All are

reasonable. Wi thout a shared i ntent,

every group opti mi zes a di fferent

answer and calls the di sagreement an

adopti on problem.

15 poi nts i s the engagement

advantage held by organi zati ons

whose people say there i s a clear plan

for i ntegrati ng AI i nto thei r work.

Agreement i s measurable.

Gallup, 43,262 US employees, 2026

Costs you: consensus by escalati on, and

i nnovati on that di sappears under pressure.



C H A N G E  &  A D O P T I O N  ·  T H E  W O R K

Weeks 1–3
Read the organi zati on. Map the

deci si ons, workflows, i ncenti ves,

i nformal authori ty, techni cal

constrai nts, and the places where

people already route around the

offi ci al process. Part archi tecture

revi ew, part organi zati onal

anthropology.

You get: an AI Intent Charter, a deci si on map,

and an honest vi ew of where ali gnment i s

breaki ng.

Weeks 4–10
Bui ld agreement. Put leaders,

technologi sts, operators, ri sk owners,

and the people doi ng the work around

the same deci si ons. Defi ne what AI i s

for. What i t i s not for. Who owns the

result. Where humans stay i n control.

What happens when someone

di sagrees. Leaders bui ld enough

techni cal understandi ng to lead the

change rather than si mply sponsor i t.

You get: clear deci si on ri ghts, worki ng

escalati on paths, and a leadershi p team that

explai ns the same strategy.

Weeks 11–16
Make i t survi ve contact wi th reali ty.
Move the deci si ons i nto the operati ng

rhythms the organi zati on already uses.

Test what happens when the model i s

wrong, the employee di sagrees, the

regulator asks, the executi ve leaves, or

the market changes. Then transfer the

work to your people.

You get: an organi zati on that can keep

i nnovati ng when somethi ng goes wrong, not

one that needs another transformati on

program.

W H A T  Y O U  O W N  A T  T H E  E N D

A shared i ntent

Your people can say what AI i s

supposed to accompli sh, where the

boundari es are, and why. Not

i denti cal opi ni ons. Shared di recti on.

Leaders who can lead techni cal

change
Enough fluency to deci de wi thout

hi di ng behi nd the CIO, the vendor,

or the model. Enough empathy to

understand what people need i n

order to move.

Innovati on that survi ves

The goal i s not a successful pi lot. It

i s an organi zati on capable of maki ng

a new thi ng normal, and retai ni ng

the knowledge, standards, and

collecti ve i ntelli gence that made i t

possi ble.

W H Y  I  D O  T H I S  D I F F E R E N T LY

I started my career i n rui ns. Archaeology turned out to be

useful preparati on for enterpri se technology.

Organi zati ons leave arti facts everywhere: systems,

i ncenti ves, language, workarounds, reporti ng structures,

and the thi ngs everybody knows but nobody puts i n the

PowerPoi nt.

Later, as a Di sti ngui shed Engi neer, I spent years

accountable for techni cal outcomes wi thout the luxury of

si mply managi ng everyone requi red to produce them. I had

to learn how to move an organi zati on through techni cal

understandi ng, evi dence, empathy, and agreement. That i s

the muscle I bri ng to thi s work.

I keep the advi sory to three seats at a ti me because i t

depends on di rect access to the people maki ng the

deci si ons. If I cannot stay close enough to the work to

change the outcome, I should not be on the retai ner.

The di agnosti c scope i s deci ded on the fi rst call. I keep

three advi sory relati onshi ps at a ti me so the work stays

close to the leaders and teams maki ng the change.

Thi s i s a fi t for a li ve adopti on problem wi th an

accountable sponsor. It i s not a fi t for generi c AI trai ni ng,

a communi cati ons campai gn, or transformati on theatre.
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