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If you're the leader tasked with implementing AI in your

organization, you're probably feeling caught between excessive

caution ("let's form another committee!") and reckless

acceleration ("we need AI yesterday!"). Your boss has returned

from some conference with visions of ChatGPT dancing in their

head, while your teams are quietly wondering if their jobs will

survive the year.

If so, you're not alone, and there is a path forward that neither

dooms you to obsolescence nor launches you into a Zillow-esque

fiasco (see story). 

In the following pages, we'll explore the first three critical stages of

AI integration that can transform your organization without

breaking it.

This book serves as a preview to the book HYPERADAPTIVE:

Rewiring to Become an AI-Native Enterprise 

INTRODUCTION

And unlike most articles that read like they were written by
robots for robots, we promise to keep it human, practical, and
occasionally amusing.
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Imagine cutting the steps in your marketing
process nearly in half, from 135 tedious tasks
to a streamlined 85.

That's exactly what Accenture's marketing team
accomplished by thoughtfully integrating AI
agents into their workflows. Instead of the
constant pit stops that plagued their process
they now have AI agents that handle these tasks
and help integrate the results. (Source)

 "Depending on the busy-ness of those other
teams, you'd get something back in a day, a
week, a month, then you'd have to integrate
it," explains Accenture CMO Jill Kramer. "Now,
[agents] bring it all back to you and they help
you integrate it." 

What makes this story interesting is how
Accenture approached the implementation.
Their initial efforts involved handing out AI tools
to everyone. That didn’t work and only created
anxiety. Instead they tackled harder marketing
problems like causal inference, strategic
planning, and pricing optimization. Most
critically, they fundamentally redesigned their
marketing processes to accommodate these
new capabilities.

"If you ask [any group] to work in a
fundamentally different way, there's an initial
organ rejection," Kramer notes. The key was
changing their entire operating model and
process flows to prevent that rejection.

This successful implementation stands in stark
contrast to organizations like Zillow, which had a
$40 billion AI face plant in 2021. Zillow’s AI-
powered Zestimate algorithm was supposed to
revolutionize house-flipping. Instead, their
iBuying venture collapsed spectacularly, posting
a $330 million quarterly loss that wiped out 37%
of the company's market value. 

Zillow chose to scale at breakneck speed
(increasing home purchases by 154% in a single
quarter) and remove human oversight (literally
naming a project "Project Ketchup" that
instructed humans to stop overriding the
algorithm). 

Meanwhile, Zillow’s competitor Opendoor took a
different path. They maintained human oversight
in pricing decisions, expanded methodically, and
created a symbiotic relationship between their
algorithms and human expertise. Today,
Opendoor remains in business while Zillow licks
its wounds. 

The point is that AI represents more than a
technology. It represents an opportunity to
operate in a different way. One that optimizes
processes, integrates humans, and, ultimately,
supports a better way of working. 
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WHY MOVING FAST STARTS WITH SLOWING DOWN
What Accenture Got Right (and Zillow Didn't) About Integrating AI

Finding Time for AI: 
5 Bold Tips for Leaders
https://marketingfrontier.ai/finding-
time-for-marketing-ai/

https://digiday.com/media/ai-briefing-inside-accenture-and-nvidias-plan-to-scale-ai-agents-for-enterprise-business/
https://www.marketingfrontier.ai/post/finding-time-for-marketing-ai-5-bold-tips-for-leaders
https://www.marketingfrontier.ai/post/finding-time-for-marketing-ai-5-bold-tips-for-leaders


WHY MOST IMPLEMENTATIONS FAIL
Approximately 80% of AI projects fail to deliver on their promises. This isn't because the
technology doesn't work, rather, it's because traditional structures can't support the speed and
integration AI requires. 

Here are the three most common ways organizations sabotage themselves on the road to AI
enlightenment.

AI HAMMERS SEEKING NAILS  
Not Aligning AI to Business Outcomes

"We need an AI strategy!" announces the CEO after
reading a particularly compelling news article. And
thus begins the corporate equivalent of buying
exercise equipment in January. Enthusiastic
acquisition followed by uncertainty on how to turn
vision into reality. 

This technology-first approach is like buying a
chainsaw before deciding whether you need to cut
down a tree, build a birdhouse, or just impress your
neighbors. The result is solutions that provide a short-
term “wow” effect, followed by disillusionment as you
feel busier than ever. 

To avoid shiny-object syndrome, mimic Amazon’s
approach to implementing AI, which was boring,
methodical, and spectacularly effective. They began
with a specific business pain point around inventory
management. Only after proving value there did they
gradually expand into warehouse operations and
delivery optimization. They weren't implementing
"AI"; they were solving actual problems that
happened to benefit from machine learning.
(Source).

Are you starting with the
technology or the problem? 

If your AI initiative doesn't connect
directly to a strategic pain point, you
might be building a very
sophisticated solution to a problem
nobody has.

REFLECTION QUESTION:
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https://digitaldefynd.com/IQ/artificial-intelligence-case-studies/


Here's a riddle: If AI can draft a blog post
50% faster but drafting represents only
10% of the total time, how much will AI
improve overall efficiency?

The answer is a measly 5%. Which explains why
so many AI implementations feel
underwhelming. Organizations consistently
overlook the hidden villain of operational
efficiency: wait states.

In typical knowledge work, actual task
completion represents only about 25% of the
total time it takes to deliver work. The
remaining 75% is spent in organizational
limbo, waiting for approvals, handoffs,
reviews, or simply sitting in someone's inbox
marked "I'll get to this later."

Consider a 30-day marketing campaign. The
actual writing, designing, and technical
implementation might take only 7-8 days of work.
The rest is organizational molasses like reviews,
approvals, scheduling conflicts, and the universal
"waiting for legal." AI might make content
creation lightning fast, but if you don't
address the wait states, you're just creating a
faster horse on a muddy track.

REFLECTION QUESTION

What percentage of your process time is
spent  actively working versus waiting? 

Where are your biggest bottlenecks, and
would AI address them or simply create
faster inputs to the same bottlenecks?

THE WAIT STATE PROBLEM:
THE HIDDEN TIME THIEF

25%

75%

 Production Time

Time In Wait States
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THE LINEAR ORGANIZATION MINDSET
DRIFT HAPPENS

Traditional organizations operate like a game
of telephone. Leadership announces a
strategic vision, middle management
translates it somewhat imperfectly, and by the
time it reaches execution, it barely resembles
the original intention. Information flows
downward, feedback struggles upward, and
execution inevitably drifts from strategy. 

This linear model worked reasonably well in
stable environments, but it's catastrophically
ill-suited for the age of AI, where adaptation is
everything. When organizations try to layer AI
onto linear structures, they create faster, more
expensive drift. In other words, automating
the path to places they never intended to go.

The solution isn't just better AI tools but a
fundamental rethinking of how your
organization learns and adapts. What we need
are hyper adaptive models where strategy
informs execution, execution informs delivery,
and where delivery informs strategy in
continuous feedback loops.

REFLECTION QUESTION:

How quickly does information about
execution results make its way back to
inform strategy? 
Do you have explicit feedback mechanisms,
or do you rely on the organizational
equivalent of osmosis?
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DRIFT

DRIFTEXECUTION

STRATEGY

CONCEPT

Friction (delay) and Fidelity (drift) is introduced as strategy goes

DOWN the hierarchy toward execution as well as work product goes

ACROSS functions from concept to delivery. 

These are the hallmarks of linear organizations. AI has the potential to

compress both dimensions leading to less friction and higher fidelity. 

DELIVERY

DELAY

DELAY



STAGE 1:
FOUNDATION SETTING

STAGE 3: INITIAL AI
AUTOMATIONS + AGENTS

STAGE 2: PROCESS
IMPROVEMENT & AI

AUGMENTATION

STAGES OF AI INTEGRATION

Integrating AI isn't something you achieve by reading a book or attending a workshop (though this
guide will certainly help!). It is an incremental transition that requires deliberately building new
muscles while overcoming deeply ingrained habits. This journey begins with three foundational
stages: Foundation Setting, Process Improvement & AI Integration, and Initial AI Automations. 

Each stage builds upon the previous one, creating progressively more sophisticated AI capabilities.
Organizations that attempt to leapfrog stages invariably stumble (as Zillow demonstrated with such
spectacular financial pyrotechnics). 

Let's explore each stage with an eye toward practical actions you can take to avoid becoming a
business school case study on "what not to do."

A PRACTICAL GUIDE TO ENTERPRISE AI INTEGRATIONS 6



STAGE 1

STAGE 3

STAGE 2

STAGE 1: FOUNDATION SETTING
Think of this stage as preparing the soil before planting. You wouldn't dump seeds
onto compacted, nutrient-poor dirt and expect a bountiful harvest. Similarly,
introducing AI into unprepared organizational soil leads to withered results. 

This stage creates the conditions for success by establishing governance
frameworks, identifying the right problems to solve, and preparing your organization
for change. It addresses the fundamental reason AI projects fail: unclear objectives
paired with unrealistic expectations.

Let's be honest. Some "executive sponsorship"
consists of an enthusiastic kickoff speech
followed by conspicuous absence pending the
final review (when everyone holds their breath,
hoping nothing will change). This isn't
sponsorship; it's drive-by cheerleading. Effective
AI sponsorship requires ongoing attention,
consistent resource provision, and active
problem-solving when obstacles arise. The best
sponsors:

Visibly use AI tools themselves (even
imperfectly) 
Allocate protected time for teams to
learn and experiment 
Create safe spaces for failure and
learning 
Proactively remove organizational
barriers

One healthcare executive we worked
with scheduled weekly "AI office
hours" where anyone could drop in to
discuss challenges or demonstrate
progress. This simple act signaled that
AI wasn't just another initiative du jour
but a fundamental priority worth the
executive's ongoing attention.

EXECUTIVE SPONSORSHIP THAT
ACTUALLY WORKS

ACTIONS TO TAKE:

Schedule a conversation with
your executive sponsor to
explicitly define their role beyond
the kickoff. 

Create a sponsorship agreement
that outlines specific actions
they'll take monthly to support
the initiative.

What is AI? 
An Introduction for Leaders
https://marketingfrontier.ai/what-is-
marketing-ai-an-overview-for-leaders/

https://marketingfrontier.ai/what-is-marketing-ai-an-overview-for-leaders/
https://marketingfrontier.ai/what-is-marketing-ai-an-overview-for-leaders/


If the phrase "AI Council" conjures images of
stern executives deliberating in mahogany-
paneled rooms, think again. Effective AI Councils
function more like nervous systems than judicial
bodies—sensing, processing, and responding to
information from across the organization. Unlike
traditional committees that move at glacial
speeds and make decisions hierarchically,
effective AI Councils:

Meet frequently (often weekly) with clear
decision-making authority 
Represent diverse perspectives
(technical, operational, customer-facing)
 Have the autonomy to experiment and
course-correct 
Maintain connections to both strategy
and execution

Depending on the size of your organization,
consider a distributed network of councils. For
example, one corporate-level and several
functional- level, that meet weekly to share
learnings and address emerging issues. This
network becomes the organization's collective
intelligence for AI implementation, dramatically
accelerating learning. 

Consider using AI to track the decisions of the AI
council(s) and create a customGPT that AI users
can query to get the latest information on
guidelines, use cases, and limitations.

THE AI COUNCIL NETWORK
(NOT YOUR GRANDFATHER'S COMMITTEE)
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STAGE 1 FOUNDATION SETTING (Cont’d)

ACTION TO TAKE  

Form an AI Council with 5-7
members representing key
functions. Rather than selecting
only the highest-ranking
volunteers, look for the curious
skeptics—people who see both the
potential and the pitfalls of AI. 

These balanced perspectives will
serve you better than uncritical
enthusiasm. Create a customGPT
that houses AI Council policies and
decisions. 

STAGE 1

STAGE 3

STAGE 2



The first rule of AI use case selection: if
everything is a priority, nothing is a priority. The
most successful AI implementations begin with
carefully selected use cases that:

Align directly to strategic priorities (not just
interesting problems) 
Address significant pain points for users
(creating natural pull) 
Have clean, accessible data (you'd be
surprised how often this is overlooked)
Present manageable technical complexity
(start simple) 
Offer visible success metrics (you can't
improve what you can't measure)

When prioritizing use cases, consider using a
framework like FOCUS:

FIT. Work to align with your strategic
goals
ORGANIZATIONAL PULL. Prioritize
higher demand and impact use cases 
CAPABILITY READINESS.  Higher weight
goes to existing tools and integrations. 
UNDERLYING DATA. Evaluate underlying
data needs for availability & readiness. 
SUCCESS METRICS. Can this task move
the needle?

Give each dimension a numerical value to get a
short list of priorities. Refuse to score anything that
fails basic ethics or compliance checks or
contradicts strategy. 

This framework helps you quantify the
potential impact of AI across different
dimensions. Tasks that score highly
across multiple dimensions represent
your best starting points.

FINDING YOUR FIRST AI USE CASES:
WHERE TO PLANT YOUR FLAG
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S SUCCESS METRICS:
Can we baseline
current state and
measure impact?

FIT: 
How does this fit with
your strategic priorities? 

ORGANIZATIONAL PULL: 
Will this get used? What
impact will it make?

UNDERLYING DATA &
RESOURCES: 
Is data available and ready
to be used? 

CAPABILITY READINESS: 
Do we have the tools? Can we
integrate the tools?

STAGE 1 FOUNDATION SETTING (Cont’d) 
STAGE 1

STAGE 3

STAGE 2



STAGE 1 FOUNDATION SETTING (Cont’d)

STAGE 1

STAGE 3

STAGE 2

No two-ways about it–AI generates legitimate
anxiety about job displacement. When
organizations maintain radio silence about AI
plans, they create a vacuum that human
imagination fills with worst-case scenarios. A
thoughtful communications plan addresses
concerns while building excitement about
possibilities. The best plans include:

Clear messaging about the why behind AI
adoption (business necessity, not just
efficiency) 
Honest discussion about how roles will
evolve (augmentation before automation) 
Regular updates on progress and lessons
learned (transparency builds trust) 
Multiple channels for questions and
feedback (safety valves for concerns)

A pharmaceutical company created an "AI
Mythbusters" series that directly addressed
common fears and misconceptions. By bringing
anxieties into the light rather than pretending
they didn't exist, they reduced resistance and
built credibility.

COMMUNICATIONS PLANNING:
THE ANTIDOTE TO FEAR
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ACTION TO TAKE  

Schedule an AI listening session to
surface questions, concerns, and
success stories. 

Use this as the basis for initial
communications.



Becoming enamored with
specific AI tools before
identifying clear business
problems. Remember: falling in
love with solutions is the fastest
path to disappointment.

Waiting for perfect data or
processes before beginning.
Perfect is the enemy of
progress; start with good
enough and improve iteratively.

Keeping AI plans confidential
to avoid creating anxiety.
Secrets create more fear than
transparent communication
ever will.

Leaving AI strategy entirely to
technical specialists without
business input. AI without
business context is like a sports
car without a steering wheel;
powerful but directionless.

The Tool Trap.

The Perfection Fallacy.

The Technical Bias.

The Hidden Agenda Mistake.

COMMON PITFALLS
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STAGE 1: FOUNDATION SETTING STAGE 1

STAGE 3

STAGE 2



AI TIME
PARADOX

CYCLE

CONTINUED
TIME PRESSURE

OVERWHELMED TEAMS

NO PRODUCTIVITY GAINS

NO TIME
FOR LEARNING

STAGE 1

STAGE 3

STAGE 2

STAGE 2: PROCESS IMPROVEMENT &
AI AUGMENTATION
Stage 2 combines process optimization with initial AI
Augmentation as complementary efforts that amplify each
other. No use automating processes that don’t work in their
current state. Process improvement eliminates waste,
standardizes workflows, and creates the conditions for AI to
deliver maximum value. The integration of AI begins with task
augmentation (helping humans work better) rather than
outright automation.

One of the greatest ironies of AI implementation is
what we call the "AI Time Paradox." Organizations
are too busy to invest time in learning tools that
would save them time. It's like being too hungry to
eat or too tired to sleep; such a self-reinforcing
cycle of inefficiency! 

Breaking this cycle requires deliberate capacity
management—the organizational equivalent of
clearing your calendar to focus on what matters.
This means temporarily reducing output
expectations to create space for learning and
implementation.

A marketing team we know dedicated a full day
each week to process improvement and AI
implementation. Whew! They communicated to
stakeholders that delivery capacity would
decrease temporarily but would exceed previous
levels within 90 days. By creating this protected
space, they accelerated AI integration and quickly
surpassed prior productivity.

FINDING TIME FOR AI:
BREAKING THE PARADOX

ACTION TO TAKE  

Identify one recurring deliverable
that could be temporarily
suspended or reduced for 60 days
to free capacity for AI learning. 

Calculate the short- term cost
versus the long-term benefit to
build the business case.
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AI gets all the headlines, but process
optimization is the unsung hero of
successful implementations. Before
introducing AI, optimize your existing
processes by applying these principles:

1. Visualize work using Kanban or similar
approaches. You can't improve what you
can't see, and most knowledge work is
invisible until deliberately visualized.

2. Reduce work in progress to decrease
multitasking and improve flow. Humans are
terrible multitaskers, yet we design
processes that mandate constant context-
switching.

When Accenture reinvented their workflows to
accommodate AI agents, they had to start with
process optimization. Processes that required
multiple handoffs across departments and
layers of approval were compressed. What
once took 135 steps to complete a marketing
project now takes just 85 (see opening story). 

Had Accenture introduced AI without process
improvement, they would have automated
inefficiency.

3. Eliminate approval bottlenecks by
delegating authority or creating clear criteria.
Nothing kills momentum like waiting for the one
person who can say "yes." 

4. Standardize repetitive elements to create
consistency. Standardization isn't about stifling
creativity. It's about not reinventing wheels for
routine tasks. 

5. Build quality checks into the process rather
than as separate steps. Quality should be
inherent, not an afterthought.

PROCESS OPTIMIZATION
(THE REAL SECRET TO AI SUCCESS)

STAGE 2: PROCESS IMPROVEMENT &
AI AUGMENTATION (Cont’d)

ACTION TO TAKE  

Map your current process for one
key workflow using a simple tool
like Miro or Lucidchart. 

Highlight wait states in red and
active work in green. The
predominance of red will show you
where to focus.

STAGE 1

STAGE 3

STAGE 2
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BUILDING AI & PROCESS FLUENCY
THE NEW LITERACY
For AI integration to succeed, your teams need
two distinct but related capabilities:

Process fluency. The ability to
analyze, optimize, and redesign
workflows 
AI fluency. Understanding AI
capabilities, limitations, and
application methods

Most organizations focus exclusively on AI
literacy while neglecting process improvement
skills, creating AI-capable teams who lack the
context to apply their knowledge effectively.

AI RESOURCE HUBS

Consider building out AI Resource Hubs with
experts in AI and process fluency. 

These hubs centralize AI experts and
knowledge (think Center of Excellence) and
can pair with your teams to tackle real business
problems using both process improvement and
AI techniques. 

These immersive experiences build capabilities
far more effectively than traditional training
programs.

The most successful organizations build both
capabilities simultaneously through:

Paired learning. Combining technical
and process specialists to dedicated
projects. 
Learning through real-world
application rather than theoretical
training 
Community building. Creating
forums to share insights and
challenges 
Celebration. Recognizing and
rewarding learning, not just
outcomes

STAGE 2: PROCESS IMPROVEMENT &
AI AUGMENTATION (Cont’d) 

ACTION TO TAKE  

Identify one process expert and
one technical enthusiast in your
organization. 

Create a paired learning
opportunity by asking them to
collaboratively address a specific
challenge over two weeks.

STAGE 1

STAGE 3

STAGE 2

Five AI Skills Everyone Needs
to Know 
https://www.youtube.com/watch?
v=l2Y58BcsLBY

https://www.youtube.com/watch?v=l2Y58BcsLBY
https://www.youtube.com/watch?v=l2Y58BcsLBY


STAGE 1

STAGE 3

STAGE 2
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AI-ENHANCED DECISION MAKING
Decision-making represents one of the highest-
leveraged applications of AI in knowledge work.
Before attempting to automate entire workflows,
try to focus on enhancing human decision
quality through AI augmentation. AI can assist
decision-makers by:

Expanding options and generating
alternatives humans might not consider
Analyzing patterns beyond human
cognitive capacity 
Reducing and checking for biases 
Providing objective analysis to
complement intuition 
Scenario testing and modeling
outcomes of different choices rapidly

Their findings on AI-collaborative decision-
making were striking. When loan officers
evaluated applications using traditional methods,
the default rate was 12.8%. When they used AI
alone, that rate dropped to 5.2% - a significant
improvement. But the most interesting results
came when they reimagined the entire decision-
making process, combining AI's analytical
capabilities with human judgment in a carefully
structured way. 

By providing loan officers with AI-generated
insights and explanations, along with expanded
data sets, they achieved a default rate of just 3.1% -
dramatically better than either humans or AI could
achieve alone.

HUMANS + AI = BETTER DECISIONS 

In 2024, at a bustling microlending platform in
China, researchers Tian Lu and Yingjie Zhang
were researching how AI could be used for
collaborative decision- making."It's not natural
for humans to collaborate with AI," Lu says. 
"Much research has found that some
humans, especially experienced humans
and domain experts, tend to disrespect AI.
They inherently don't trust it because AI is
still a black box. People don't know how
outcomes are derived, so humans resist AI." 

This is particularly true when high- stakes
decisions are involved. (Source).

STAGE 2: PROCESS IMPROVEMENT &
AI AUGMENTATION (Cont’d)

ACTION TO TAKE  

Identify one recurring decision point in
your workflow where subjectivity or
limited data processing creates
inconsistency. 
Experiment with using AI to generate
options and analyze implications
before human decision-makers make
final choices

https://news.wpcarey.asu.edu/20250212-better-together-how-ai-plus-people-improves-some-decision-making


STAGE 1

STAGE 3

STAGE 2

Attempting to automate
processes before optimizing
them. Remember that
automating a broken process
just creates a faster broken
process.

Believing AI must fully automate
a process to be valuable. Partial
improvements that augment
human capabilities often deliver
greater initial value.

Allowing too many different AI
tools without coordination. Tool
variety creates learning
overhead and integration
nightmares.

Failing to account for "shadow
work" when mapping processes.
The work that doesn't appear on
official flowcharts often contains
the most critical knowledge.

The Automation Fixation.

The All-or-Nothing Fallacy.

The Tool Proliferation Issue.

The Invisible Work Problem.

STAGE 2: COMMON PITFALLS
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DECREASING
HUMAN INTERVENTION

INCREASING
COMPLEXITY
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STAGE 1

STAGE 3

STAGE 2
STAGE 3: INITIAL AI AUTOMATIONS + AGENTS
With foundation and process optimization in place, Stage 3 focuses on creating
your first true automations. These AI systems can complete entire workflows
with minimal human intervention. These automations represent a significant
shift from humans performing tasks to humans managing machines that perform
tasks. 

This stage surfaces the learning needed to succeed in subsequent scaling
efforts. It's your organization's trial run for the bigger transformation to come.

THE START OF AI AGENTS
Until now, AI has primarily augmented human work,
taking care of tasks to make us faster, more
consistent, and more effective. In Stage 3, we begin
creating what we call "agents," or AI systems that can
execute multiple steps of a process based on
defined rules and parameters.

This represents an evolutionary leap in AI
implementation, from tools that help humans do
work to humans overseeing AI automations. Imagine
a publishing company that evolves from using AI for
isolated tasks (headline generation, copy editing,
image selection) to creating an end-to-end content
production agent that can draft, edit, illustrate, and
format articles based on topic briefs. Human editors
shift from writing and editing to providing strategic
direction, managing the automations, and quality
control.

ACTION TO TAKE  

Identify a series of tasks that could
be strung together in an
automation.

Determine what tools you would
use to connect the AI-driven tasks.
Common tools include Make and
Zapier.
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THE HUMAN IMPACT OF AUTOMATION 
(WHERE DO THE JOBS GO?)

Automation fundamentally changes roles, requiring thoughtful
change management. But contrary to common fears, the impact
typically involves role evolution rather than elimination: 

Role Evolution. Front-line roles shift from task execution to
exception handling and oversight. The human becomes the
manager of the automation rather than the doer of the task. 
Skill Convergence. AI enables individuals to perform work
that previously required specialists. This democratization of
capabilities changes career paths and team structures,
allowing more generalists to emerge with multiple skill areas. 
New Roles Emerge. Automation creates demand for new
skills around AI maintenance, quality control, and continuous
improvement. Imagine a legal firm implementing contract
analysis automation discovering that paralegals didn't become
obsolete, rather they evolved into "automation supervisors"
who handled exceptions, improved models, and focused on
higher-value activities. Their job satisfaction increased as
routine work decreased.

ACTION TO TAKE  

Create an AI Impact Hub, or a
dedicated resource center
that not only studies the
implications of AI
automation, but helps
workers understand coming
changes, access training,
and find opportunities in the
evolving organization. 

Start by mapping how one
key role could evolve over
the next 12-18 months.

STAGE 3: INITIAL AI AUTOMATIONS + AGENTS (Cont’d)
STAGE 1

STAGE 3

STAGE 2

BUILDING COMPETITIVE ADVANTAGES THROUGH
FEEDBACK LOOPS
The most powerful AI systems incorporate continuous feedback. Without
these mechanisms, automations gradually drift from optimal performance
as conditions change. Effective feedback mechanisms include
performance monitoring, accuracy tracking, quality metrics over time, and
human insights. Strategic sampling and review of AI decisions and
recommendations.  

Consider introducing a dedicated "AI Quality" team responsible for
monitoring performance, investigating outliers, and implementing
improvements. This team becomes the bridge between subject matter
expertise and technical implementation.

ACTION TO TAKE  

 For each automation under
consideration, design
specific feedback
mechanisms and assign
ownership for monitoring
and improvement. 

Schedule regular reviews to
evaluate performance and
capture learnings.



STAGE 1

STAGE 3

STAGE 2
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PREPARING FOR SCALE FROM EXPERIMENT
TO ENTERPRISE

As initial automations prove successful, prepare for broader
deployment by:

Standardizing Documentation. Creating clear
specifications and operating procedures; consider
putting these into a customGPT, rather than
relying on them to be found on the Intranet 
Establishing Governance. Defining who can
create and modify automations Planning
Infrastructure. 
Ensuring technical foundations can support
growth. Measuring Impact. Quantifying business
value to justify expansion

Work to create "Automation Playbooks" that document
your approach, success metrics, and lessons learned from
initial implementations. Integrate these playbooks as part
of your AI Resource Hub, becoming part of the central
repository, accessible to all. 

This resource becomes the foundation for scaling efforts
across the enterprise, ensuring consistency while avoiding
repeated mistakes.

STAGE 3: INITIAL AI AUTOMATIONS + AGENTS (Cont’d)

ACTION TO TAKE  

Create a simple template for
documenting automations
that includes business
purpose, technical
specifications, success
metrics, and ownership. 

Apply this template to your
first automation to establish
the pattern. Make these
patterns accessible by
creating knowledge bases
that drive CustomGPT
development and are housed
in the AI Resource Hubs.



STAGE 1

STAGE 3

STAGE 2

Creating automations that lack
transparency and
explainability. If humans can't
understand why decisions are
made, they can't properly
oversee them.

Expanding automations before
fully validating their
effectiveness. Remember
Zillow's fate when they scaled
prematurely.

Neglecting the emotional and
cultural impact of automation.
Technological change is
ultimately human change.

Failing to allocate resources for
ongoing support and
improvement. Automations aren't
"set it and forget it"—they require
continuous attention.

The Black Box Problem.

The Scale-Too-Fast Trap.

The Human Factor.

The Maintenance Oversight.

STAGE 3: COMMON PITFALLS
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Remember those corporate transformation kickoffs with dramatic vision
videos, consultant-crafted buzzwords, and leadership declarations that
"everything is changing"? And remember how most of them fizzled out faster
than a smartphone battery at a music festival? 

There's a reason for that. Our brains, and our organizations, aren't wired
for dramatic reinvention. We're more like evolutionary creatures than
revolutionary ones. 

The companies that have made AI work didn't arrive there through dramatic,
inspirational leaps. They crawled, then walked, then jogged, and eventually
ran. Each small improvement built confidence for the next one. Like
compound interest or that fitness routine you've been putting off, the magic
isn't in heroic bursts but in consistent, deliberate practice. Atomic Habits,
anyone?? 

One healthcare organization we worked with had a rule that "No
improvement is too small to celebrate." They tracked wins on a public board,
from a 10-minute reduction in form processing to a minor quality
improvement in patient correspondence. Within a year, these "trivial"
improvements had collectively transformed their operations. The tortoise
really does beat the hare, especially when it comes to AI.

KEY CONSIDERATIONS AS YOU MOVE FORWARD

As you navigate these three stages, keep these principles tucked in your back pocket. They're like
your AI implementation Swiss Army knife: practical, versatile, and surprisingly useful in unexpected
situations.

INCREMENTAL PROGRESS WINS THE RACE
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There's a reason Hollywood makes movies about middle managers
approximately... never. They're not the visionary leaders giving TED talks or the
front-line workers directly helping customers. They're the organizational
equivalent of your pancreas, absolutely essential but rarely getting the spotlight. 

Yet these directors and senior managers are your AI implementation secret
weapon. They're the "multilingual" members of your organization who speak both
Executive (strategic priorities, market positioning, shareholder value) and
Operational (resource constraints, technical limitations, day-to-day realities).

 A U.S.-based telecom company empowered a cross-functional team with
ambitious yet intentionally vague guidance to improve customer focus on the
website. Leadership trusted the team to devise the optimal solution. These
middle-out leaders weren't the most technical or the most senior, but they
understood both the strategic "why" and the tactical "how." They became
translators, converting executive enthusiasm into practical roadmaps and
elevating front-line concerns into strategic considerations. Their efforts resulted
in a 50% improvement of the shopping experience and highly satisfied users
jumping from 10% to 50%. (Source)

Next time you're planning your AI implementation team, look for these
organizational superheros. They might not have "innovation" or "digital" in their
titles, but they have something more valuable: the ability to make things actually
happen.

MIDDLE-OUT IMPLEMENTATION IS YOUR
SECRET WEAPON
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KEY CONSIDERATIONS (Cont’d)

https://hbr.org/2024/04/middle-managers-should-drive-your-business-transformation


Ever feel like your organization keeps solving the same problems over and over? That's
because without deliberate learning mechanisms, we're all Bill Murray in Groundhog
Day, doomed to repeat the same day (or the same mistakes) indefinitely. 

The most adaptive organizations treat every implementation as an experiment, not in
the tentative "let's see if this works" sense, but in the scientific sense of curiosity-driven
learning. They're constantly asking: What worked? What didn't? What surprised us?
What will we do differently next time? 

A marketing team created "Learning Loops.” Simple 15-minute sessions after every AI
milestone where three questions were answered: What did we expect? What actually
happened? What does this teach us for next time? These bite-sized reflections became
their organizational superpower, allowing them to adapt more quickly than competitors
with more advanced technology but less developed learning habits. 

Remember that the organization that learns fastest wins, regardless of who has the
fanciest AI tools or the biggest implementation budget.

CONTINUOUS LEARNING SYSTEMS 
(THE ANTI-GROUNDHOG DAY STRATEGY)
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KEY CONSIDERATIONS 

BEYOND THE VANITY
METRICS TO MEASURE WHAT
MATTERS
We humans love to count things, especially things
that make us look good. That's why organizations
measure activities (we deployed 12 AI tools!) rather
than outcomes (we reduced process time by 43%!). 

The difference is like counting how many times you
went to the gym versus tracking your actual health
improvements. One makes for better social media
posts, while the other actually transforms your life. 

Focus relentlessly on metrics that connect to
genuine business outcomes. Are customers happier?
Is revenue increasing? Are costs decreasing in
meaningful ways?



Let's be honest, AI isn't going to be a cakewalk. It requires patience when everyone's screaming
for speed, thoughtfulness when executives want instant results, and a willingness to rethink
how you've always done things. 

Like Accenture, your organization can approach AI with both ambition and prudence, creating
systems that continuously learn and improve. The result will be not just better technology
implementation but a fundamentally more adaptive organization capable of thriving in rapidly
changing conditions. The real competitive advantage is how we organize ourselves to take
advantage of AI. 

Remember that AI implementation is fundamentally human work. The technology may be new,
but the principles of effective change continue to be setting a clear purpose, developing
thoughtful processes, and people-centered implementation.
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YOUR PATH FORWARD & NEXT STEPS

AI Integration Insider

https://www.linkedin.com/newsletters/ai-integration-insider-7283526219617202176/

Our weekly LinkedIn newsletter

https://www.linkedin.com/newsletters/ai-integration-insider-7283526219617202176/


https://Iconagility.com/

AI STRATEGY
DEVELOPMENT

AI WORKING
SESSIONS

AI WORKFLOW
& AUTOMATION

SPRINTS

AI CHANGE
MANAGEMENT

Schedule a Call

HOW WE HELP
We don't just talk about AI, we help you integrate it into your operations in a way
that actually works:

Ready to Move from Theory to Action? 
Book a free 30-minute AI Integration Strategy Session.

We’ll help you take the next step.

Learn More 
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http://iconagility.com/
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