Beyond
Pilot
Purgatory

Strategic Change
Management for
the Agentic Al
Enterprise

Navigating the transition from experimental
deployment to realized economic value.




THE STATE OF TRANSFORMATION: AN INFLECTION POINT
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THE GREAT DIVERGENCE:
HIGH PERFORMERS VS. THE REST

Al is no longer a differentiator; it is infrastructure. Integration depth is the new edge.

The Rest (Average/Struggling) High Performers (Top 6%)
+ EBIT Impact: Stagnation « EBIT Impact: Exponential Growth
< 5% or negative > 5% attributable to Al
- Objective: « Objective:
Efficiency & Cost Reduction Growth & Innovation
- Workflow: « Workflow:
21% redesign (bolting on) ~100% redesign (Al-Native)
* ROI Timeline: * ROI Timeline:
1-2 Years / Unmeasured <1Year

Key Insight: High performers are 3x more likely to use Al for growth rather than just efficiency.
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The 10-20-70 Principle

Focus of Investment. > 10%
Algorithms & Models

Diagnosis: Value Leakage.

Focusing on the 10% creates
friction at the integration stage.

Source of Failure. People, Process,

& Culture

The primary constraint on Al adoption is rarely the technology itself,
but the human and organizational systems that must host it.
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Rewiring Psychology: Tool vs. Teammate

« Timing: Post-work check

Al as Tool

» User Mindset: Interrogator

82% Accuracy

The ADKAR Framework

1. Awareness
(Why?)
Mercury Text G1

—>

2. Desire

3. Knowledge

(Motivation)
Mercury Text G1

(Skill)
Mercury Text G1

SOYos Alas Teammate

S

b

e User Mindset:
Collaborator/Scaffolder

« Timing: In-flow of work

. 85% Accuracy

4. Ability
(Confidence)
Mercury Text G1

5. Reinforcement

(Incentives)
Mercury Text G1

& NotebooklLM



Overcoming High-Status Resistance

Resistance is highest among experts protecting their identity.

Fear of N | Fear of
Status Loss | JoblLoss
Private Learning Spaces. | Verifiable Commitments.

Allow experimentation |  Guaranteed reskilling
without embarrassment. L | pathways.

Distrust of Skill Gaps
Output Multi-Modal
Explainability Tools. Upskilling.

Provide the “why” Role-specific paths.

behind the answer.

Identity Protection: Leaders must model vulnerability by publicly sharing their own Al learning curves.
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The 7% Tipping Point

The Metric: Involving 7% of the
workforce as initiative owners is the
critical mass for transformation.

Definition: “Involvement” =
Accountability for delivery, not just
usage.

Impact: Organizations reaching 7%
are 2x more likely to exceed sector
TRS (Total Returns to Shareholders).

Current Average: 2%  Target Threshold: 7%

Avoid Distant Project Syndrome: When the 93% wait for the initiative to fade.
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The Politics of Change: Realighment

Strategic Moves

The Tournament Approach.

High Output / Low Headcount

Low Output / High Headcount e

Mercury Text G1

Reward managers who deliver MORE
output with LESS headcount. Invert the
status incentive.

Competency Shift.

Al Expert
Promotion Cycle

5 Years )
I "l T i

Mercury Text G1

Shorten promotion cycles for Al
experts (5 years = 1-2 years). Value
cognitive output over tenure.

The CHRO-CIO Alliance.

CHRO ClO
(TECH)
STRATEGIC I—
PARTNERSHIP | _;T

Mercury Text G1

90% of leaders have this partnership.
Prevents the siloed failure of “Tech vs.
Talent”.

Strategic Clarity: Realignment is not about efficiency, it is about shifting power to new sources of value.




Radical Redesign: Clearing the “Human Mess”

You cannot automate a mess. 93% of companies lack visibility into tribal knowledge.

The Mess-O-Meter

Level 1: Level 4:
Awareness Systemic
(Ad-hoc) (Redesigned)

A
Average Org.

Tactic: Mission Impossible Goals.

Force abandonment of legacy workflows by setting impossible constraints
(e.g., “Do this 1-week task in 1 day”). Mandates Al use immediately.
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Node Optimization vs.
Network Synchronization

The Trap: Efficiency gains in one silo create failure in
the broader system if the topology isn’t mapped.

Super-Powered Node
(Al Coding)

Manual Review
(Bottleneck)

Case Evidence Box

European Bank: Achieved 50% productivity gain
only after redesigning the entire lending workflow,
not just the intake step.
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The Agentic Shift: From Assistants to Swarms

Evolution of Species

Generative. Agentic.
Answering. Resolving (Observe, Reason, Act).

MVO (Minimum Viable Organization). Super-Powered Humans.

Back-office functions run by Agent Swarms High-touch strategy/R&D roles ampilified by Al.
with minimal human oversight.

Management Shift: Move from managing tasks to managing outcomes and reasoning chains.
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Capability Building: Beyond General Literacy

Generic training fails. Success requires role-specific journeys
that move from abstract knowledge to behavioral habit.

: : Path A
Learning Progression .
_, o (Strategic/Leader) » Narrative building
» « Systems thinking
4 '_:;f  Modeling vulnerability
' 3. Embedded =
(New Standard) g
N « Simulation
| "« Prompt Engineering
: Path B 4 « Workflow integration
(ngzﬁgzﬁln (Frontline/Manager)
workflow)

Success requires role-specific journeys
that move from abstract knowledge to
behavioral habit.

1. Foundational
(Concepts)
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Governance as an Accelerator

Safety creates speed. Trust drives adoption.

F - AIrNEesSs (Bias elimination)

A 5 Accountability (Clear ownership)
T - Transparency (pocumented logic)

E - Explainability (Understandable ‘why’)

PR S On,
. Strategic Action: Deploy Explainability Tools to allow
o Sec u rlty non-technical staff to interrogate Al reasoning.
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The New Economics: Return on Work (RoW)

Total Revenues

RoW =
°™'= Total Cost of Work (TCoW)

TCoW = Labor Costs (Human + Al) + Vendor Costs + Capital Charges

85% = S0.05 <1%
: P v
Adoption Efficiency Health
(Active Users) (Cost per Prompt) (Model Drift / Hallucination Rate)

Stop counting hours saved. Calculate the total economic impact of the hybrid workforce.
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The Strategic Playbook

1 E Define the North Star: Human-Al

2

collaboration, not just automation.

I: Redesign, Don’t Bolt On: Use ‘Mission
J ] ’ ] .
Impossible’ goals to force reinvention.

3 ‘ 7 Forge the Alliance: CHRO + CIO to sync talent
and tech.

4 ! o Target the 7%: Involve the critical minority to
tip the culture.

Govern for Speed: Use FATEPS to build trust
M
for autonomy.

The gap between ‘Pilot Purgatory’ and ‘High Performance’ is not technological.
It is a decision to redesign the enterprise around a new intelligence.
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