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PEOPLE-FIRST TRANSFORMATION

The AI Change
Management Playbook

The number one reason AI fails is people, not technology. A

practical system for role redesign, resistance management,

upskilling, and communication that turns AI ambition into adopted

reality.

AI  CONEXIO

Built for CHROs, COOs, and program leaders who have to take the whole organization with them, not just the

pilot team.
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01 ·  WHY AI FAILS PEOPLE FIRST

Why AI Fails People First
The uncomfortable truth behind stalled AI programs is that roughly 70% of AI failures are adoption

failures, not technology failures. The model works in the demo. The integration passes its tests. Then it

meets a workforce that was never prepared, never consulted, and never convinced. The system is sound;

the change was not managed. This playbook treats adoption as the deliverable and the technology as the

enabler.

KOTTER, ADAPTED FOR AI TRANSFORMATION

John Kotter's eight-step model remains the spine of disciplined change. Each step takes on a specific shape when

the change is AI.

KOTTER STEP THE AI-SPECIFIC MOVE

1. Create urgency Frame the cost of inaction in competitive and talent terms, not hype.

2. Build a coalition Recruit credible cross-functional champions before any tool launches.

3. Form the vision Define what work looks like after AI: augmented, not eliminated.

4. Communicate it Tailor the message to each audience tier (see Page 4).

5. Remove barriers Fix data access, permissions, and broken workflows that block usage.

6. Generate short-term wins Stage quick, visible victories with early adopters in week one.

7. Sustain acceleration Use adoption metrics to widen rollout cohort by cohort.

8. Anchor the change Embed AI use in role descriptions, reviews, and incentives.

THE THREE RESISTANCE ARCHETYPES

Resistance is rarely irrational. It is a signal about an unmet need. Three archetypes account for nearly all of it, and

each requires a different response.

Fear of Replacement

Job-loss anxiety. "Am I training my

replacement?" Needs role clarity and a

credible future-state job.

Skill Anxiety

Competence threat. "I will look

incompetent." Needs private coaching

and safe practice.

Trust Deficit

Skepticism about outputs. "I cannot

trust what it produces." Needs

transparency and oversight.

THE CHANGE READINESS INDEX

Before launching, score the organization on five dimensions, each rated 1 (low) to 5 (high). A total under 15 signals high

risk; address the weakest dimensions before you scale.

DIMENSION WHAT A 5 LOOKS LIKE
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Stakeholder Mapping Matrix
You cannot engage everyone the same way. Map each stakeholder group on a Power and Interest grid, then

engage each quadrant with a deliberate strategy. Power is the ability to accelerate or block the change.

Interest is how much the outcome affects them.

HIGH POWER · HIGH INTEREST

Champions

Manage closely. Co-design the rollout, give them visibility,

and let them carry the message. Your scarcest asset.

HIGH POWER · LOW INTEREST

Gatekeepers

Keep satisfied. They can block on a whim. Brief them early,

address their risk concerns, secure explicit consent.

LOW POWER · HIGH INTEREST

Supporters

Keep informed and equipped. They will adopt eagerly and

become your early-win evidence. Resource them well.

LOW POWER · LOW INTEREST

Observers

Monitor with light-touch communication. Do not over-

invest, but watch for any who shift toward higher interest.

CHAMPION IDENTIFICATION CRITERIA

A champion is not the loudest enthusiast. Look for early adopters who combine three traits: credibility (peers respect

their judgment), cross-functional reach (their influence crosses team boundaries), and genuine curiosity about the

tools. One credible champion in operations will move more people than three executive mandates.

RESISTANCE PROFILER: EIGHT BEHAVIORAL SIGNALS

Resistance shows up in behavior before it shows up in words. Watch for these eight signals and log them by individual

and team.

SIGNAL WHAT IT LOOKS LIKE

Passive non-participation Attends sessions but never logs in or tries the tool.

Vocal skepticism Publicly questions value or accuracy in team forums.

Workaround creation Builds shadow processes to avoid the new system.

Data withholding Slows or blocks the data the AI workflow needs.

Slow adoption Logs in but reverts to old methods under pressure.

Escalation patterns Routinely escalates minor issues to stall progress.

Scope creep requests Demands endless features as a reason not to start.

Absenteeism Repeatedly misses AI training and enablement sessions.
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Role Redesign Framework
The fear of replacement is best answered with a concrete, redesigned role. Do the work of redesign

deliberately rather than letting roles drift, and you convert a threat into an offer: less drudgery, more

judgment.

THE AI-AUGMENTED JOB PROFILE METHODOLOGY

For each affected role, run a three-step pass. First, map every task the role performs in a typical week. Second,

classify each task as AI-automatable, AI-assistable, or human-essential. Third, redesign the role around the

human-essential work, with AI absorbing the rote tasks and elevating, not removing, the person.

TASK TYPE DEFINITION REDESIGN ACTION

AI-automatable Rule-based, repetitive, low-judgment. Automate fully; reclaim the hours.

AI-assistable Drafting, summarizing, first-pass analysis. Human directs AI, then reviews and

decides.

Human-essential Relationship, ethics, ambiguity, accountability. Expand the role around this core.

SKILLS GAP ANALYSIS

Assess current state versus AI-ready state across six dimensions. Score each 1 to 5 for the individual or team; the gap is

the curriculum.

SKILL DIMENSION AI-READY STATE (A 5)

AI literacy Understands what current AI can and cannot do.

Data interpretation Reads outputs critically, spots when data is off.

Prompt engineering Frames precise, context-rich requests to tools.

AI oversight Knows when to trust, verify, or override output.

Collaborative workflow Integrates AI into a team process, not a silo.

Critical judgment of outputs Catches hallucination, bias, and edge-case error.

ROLE REDESIGN PRIORITY MATRIX

Plot each role on urgency (how soon AI affects it) against

impact (how many people or how much value). Redesign

high-urgency, high-impact roles first; defer low-low. This

sequences the work so effort lands where it matters.

THE 10-70-20 RULE

10% of staff will resist regardless. 70% are neutral and

need support to move. 20% will lead. Spend your energy

enabling the 70% and amplifying the 20%; do not exhaust

the program fighting the 10%.
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Communication Architecture
One message does not fit four audiences. Each tier cares about a different question, and the same initiative

must be framed in the terms that tier values. Get the framing wrong and the message is heard as either

hype or threat.

MESSAGE HIERARCHY BY AUDIENCE TIER

AUDIENCE FRAMING WHAT THEY NEED TO HEAR

Board / C-Suite Strategic Competitive positioning, risk mitigation, and ROI on the

transformation.

Senior Management Operational Process improvement, team efficiency, and better decision quality.

Managers Team What changes for their team and how they support the transition.

Individual Contributors Personal What changes in their day, what stays the same, and how they get

support.

COMMUNICATION CADENCE CALENDAR

Rhythm beats volume. A predictable cadence signals that the change is managed, not improvised.

Monthly

All-hands update: progress, wins,

and what is coming next.

Bi-Weekly

Manager briefings: talking points,

FAQs, and escalation routing.

Weekly

Team check-ins during rollout:

blockers, questions, quick wins.

MESSAGE CONSISTENCY RULES

✓ Single source of truth: one living document holds the official narrative, status, and dates.

✓ Pre-approved talking points: managers brief from the same script so the story does not fragment between teams.

✓ Escalation path for the

unexpected:

when a manager gets a question they cannot answer, they route it up rather than

improvise.

THE HONESTY MANDATE

Name what will change, including hard truths about roles, before the rumor mill does it for you. A workforce forgives an

honest, early message about disruption. It does not forgive discovering that leadership knew and stayed silent.

Transparency is the cheapest trust you will ever buy.
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Training and Upskilling Roadmap
Generic AI training wastes time and money. Match the depth of training to the role. The four-tier capability

model lets you give everyone enough and no one too much, then map each role to the right tier.

THE 4-TIER AI CAPABILITY MODEL

TIER CAPABILITY AUDIENCE TIME

Tier 1 AI-Aware Understands what AI can and cannot do. All staff 4 hours

Tier 2 AI-Assisted Uses AI tools in daily workflows. Operational staff 16 hours

Tier 3 AI-Directed Designs AI workflows, evaluates outputs critically. Managers, leads 40 hours

Tier 4 AI-Developer Builds, configures, and maintains AI systems. Technical staff 100+ hours

ROLE-TO-TIER MAPPING GUIDE

Map roles to tiers before you build any curriculum. Everyone starts at Tier 1. Layer additional tiers based on how the

redesigned role uses AI. A finance analyst may need Tier 2; their manager, Tier 3; the data engineer who maintains the

pipeline, Tier 4. Most organizations find that 100% of staff need Tier 1, roughly 50 to 60% need Tier 2, 15 to 20% need Tier

3, and under 5% need Tier 4.

LEARNING MODALITY MIX

✓ Synchronous

workshops:

for concepts that need

discussion and live practice.

✓ Async

video:

for foundational, repeatable content

learners consume on their own time.

✓ Practice

sandboxes:

safe environments to experiment

without real-world risk.

✓ Peer learning

circles:

small groups that share wins and

troubleshoot together.

CERTIFICATION AND RECOGNITION

Make progress visible and rewarded. Issue a tier badge on completion, publish a recognition board, and tie tier

attainment to growth conversations. Recognition is not a nice-to-have; it is the mechanism that turns mandatory

training into voluntary mastery. Pair every certification with a real task the learner can now own.
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Adoption Measurement System
What you do not measure, you cannot manage. Adoption has two clocks: leading indicators that predict

where you are heading, measured weekly, and lagging indicators that confirm the outcome, measured

monthly. Watch the leading set to intervene before the lagging set disappoints.

Leading Indicators (Weekly)

✓ Training completion rate by cohort

✓ AI tool login frequency

✓ Feature utilization depth

✓ Help-desk ticket volume for AI tools

✓ Self-reported confidence scores

Lagging Indicators (Monthly)

✓ Productivity delta vs. pre-AI baseline

✓ Error-rate change

✓ Process cycle time

✓ Customer satisfaction delta

✓ Employee Net Promoter Score

THE ADOPTION VELOCITY INDEX

Combine the leading indicators into one composite adoption health score so leadership sees a single trend line,

not a dashboard of disconnected numbers.

AVI = (Completion % × 0.25) + (Login Frequency × 0.25) + (Feature Depth × 0.25) + (Confidence Score
× 0.25)

Normalize each input to a 0 to 100 scale. An AVI above 70 is healthy; 50 to 70 needs attention; below 50 demands

intervention from the resistance playbook.

MONTHLY EXECUTIVE DASHBOARD TEMPLATE

Report five things to leadership each month and nothing more: the Adoption Velocity Index and its trend, productivity

delta against baseline, the two cohorts most at risk, the top blocker and its owner, and the next decision you need from

them. One page. Leadership funds clarity, not data dumps.
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Resistance Intervention Playbook
Resistance handled early is coaching. Resistance handled late is attrition. This is the protocol for catching it

early and matching the intervention to the cause.

EARLY WARNING SIGNALS

✓ Three consecutive weeks of declining login frequency in a cohort.

✓ Vocal resistance surfacing in team meetings.

✓ Workaround creation to avoid the new system.

✓ Manager non-participation, which signals the whole team to disengage.

INTERVENTION PROTOCOLS BY RESISTANCE TYPE

RESISTANCE TYPE INTERVENTION PROTOCOL

Fear of Replacement Hold a role-clarity conversation, share the future-state job description, and make an explicit

upskilling commitment in writing.

Skill Anxiety Offer private coaching, reduce the initial scope, and assign a quick-win task that builds

confidence fast.

Trust Deficit Run a transparency session on AI limitations, emphasize human oversight, and demonstrate

the error-correction protocol live.

ESCALATION PATH

Peer coach → Manager → Program lead → Executive sponsor

Resolve at the lowest level possible. Most resistance dissolves with a peer coach. Escalate only when a level cannot move

the person, and reserve the executive sponsor for structural blockers, not individual coaching.

THE LIGHTHOUSE STRATEGY

Identify two or three early adopters and let them demonstrate the tool publicly, in their real work, to their own peers. A

skeptic who watches a respected colleague save half a day with AI is converted faster than any mandate or memo can

manage. Lighthouses make adoption feel like opportunity rather than obligation. Rotate the spotlight so the wins feel

earned across the floor, not staged from the top.



AI Conexio
CONNECT. AUTOMATE. TRANSFORM.

08 ·  90-DAY CHANGE CALENDAR

The 90-Day Change Calendar
A plan with no calendar is a wish. This is the week-by-week schedule across three phases, with a named

owner for every activity. Adjust the dates to your context, but keep the sequence: prepare, launch, sustain.

WEEKS ACTIVITY OWNER

PHASE 1 · PREPARE (WEEKS 1-4)

Week 1 Stakeholder mapping and Change Readiness Index scoring Program Lead

Week 2 Champion identification and recruitment HR

Week 3 Communication architecture and message hierarchy build Program Lead

Week 4 Training design and role-to-tier mapping HR

PHASE 2 · LAUNCH (WEEKS 5-10)

Week 5 Champion training and lighthouse selection Program Lead

Week 6 Manager briefings and talking-point rollout Business Unit

Week 7 All-staff communication and tool access provisioning Executive Sponsor / IT

Weeks 8-9 Cohort 1 training and sandbox practice HR

Week 10 Early-adopter support and first quick-win showcase Program Lead

PHASE 3 · SUSTAIN (WEEKS 11-12)

Week 11 Adoption measurement review and resistance intervention Program Lead

Week 12 Roadmap communication and success celebration Executive Sponsor

RUN THIS CALENDAR, THEN WIDEN IT

Ninety days delivers your first adopted cohort and a working measurement system, not full enterprise rollout.

Treat Cohort 1 as the proof. Use its Adoption Velocity Index and quick wins to recruit the next cohort, then repeat

the launch-and-sustain loop. The preparation phase is done once; the launch loop runs until the whole

organization is augmented.

NEXT STEP: PRESSURE-TEST YOUR CHANGE PLAN

Before you launch, have your stakeholder map, communication plan, and readiness scores reviewed by a change-

literate advisor. A short review routinely surfaces the one stakeholder or message gap that would have stalled the

rollout.

BOOK A CHANGE-PLAN REVIEW

https://aiconexio.com/strategy-call

