Why adoption, organizational capacity, and execution
discipline have become strategic priorities for the C-suite.

Adoption is now the binding constraint on value

Adoption, not ambition or capital, is now the binding constraint on transformation value in most large

enterprises.

Traditional organizational change management (OCM) is under strain as technology, operations, talent, and

compliance changes arrive together and compete for the same capacity.

Al-enabled OCM makes adoption risk, managerial strain, and execution friction visible earlier, enabling

intervention before value leakage becomes material.

Mature practice is defined less by automation and more by better judgment, portfolio visibility, and earlier

course correction.

For the C-suite, this is a control story: governing absorption capacity with the same discipline as cost, risk,

and delivery.
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The strategic question is no longer whether to invest in transformation. It is whether the enterprise can absorb
enough change, in the right sequence, to convert investment into measurable value.

That is why adoption is now a board-level issue. In many organizations, the binding constraint is no longer
ambition or capital. It is organizational absorption capacity: the enterprise's ability to take on change without
degrading execution, productivity, or trust. Al-enabled OCM matters because it gives leaders earlier visibility
of adoption risk, managerial strain, and execution friction, allowing intervention before value leakage

becomes material.

Drawing on current research and industry evidence, this paper argues that Al-enabled OCM is becoming an
important execution capability for enterprises seeking tighter control over adoption, sequencing, and value

realization. It focuses on:

*  Why traditional OCM approaches are under strain in a high-change enterprise environment.
*  What Al changes in the mechanics of planning, sensing, enablement, and measurement.
*  What more mature Al-enabled OCM practice looks like at portfolio and management level.

*  What these shifts mean for governance, operating model design, and executive action.

Al-enabled OCM matters because it shows leaders where the organization s
starting to strain before the business case starts to erode.

Why change execution matters

OCM matters for one reason: it determines whether transformation intent becomes workforce adoption
quickly enough to realize value. Projects (initiatives) may launch a solution, but adoption determines whether
it is used at scale. In that sense, change execution is not peripheral to value realization; it is one of its main
determinants. Where adoption is weak, value is delayed, benefits erode, and momentum dissipates. In a

nutshell, Benefits = Initiatives x Adoption.

The state of organizational change management
The promise and the gap

Traditional OCM was built for a world in which major initiatives could be sequenced and stabilized over
time. That is not the world most executive teams are dealing with now. Technology, operations, talent,

and compliance changes are arriving fogether, all drawing on the same leadership attention, managerial
capacity, and workforce resilience. This is more than a generic execution gap. It is a capacity problem, and
many organizations still manage it poorly. They are often good at setting strategy and funding technology,
but much weaker at judging how much change the business can absorb at one time. That is where benefits

get delayed and fatigue starts to build.

www.brillio.com



Key challenges facing OCM today

The challenge is not that leaders are unaware of these issues. It is that they are still often managed as
program-level symptoms rather than as signals of enterprise execution strain. In practice, the recurring fault

lines tend to be the following:

e Message dilution: As initiatives multiply, communications proliferate but clarity often falls. Employees
receive more information yet weaker direction, which slows decision-making and erodes confidence in

the change narrative.

e Cumulative change overload: Organizations can struggle, not because of a single transformation. They
struggle because multiple changes draw on the same management attention and workforce resilience at

the same time.

¢ Inconsistent sponsorship: Senior leaders may endorse a program formally without sustaining the visible,

coherent sponsorship needed to maintain credibility through disruption and uncertainty.

e Local friction misread as resistance: What appears to be employee resistance is often poor role
translation, weak manager guidance, or conflicting operational demands. Misdiagnosing the issue leads

to the wrong intervention.

e Capability gaps at the point of adoption: Training is frequently delivered, but not always at the moment or

in the form required for people to change behavior in live operational settings.

*  Weak adoption visibility: Many organizations can report activity but not adoption. Without timely signals on

readiness, usage, proficiency, and managerial effectiveness, leaders are left intervening too late.

* Execution discipline that sits outside governance: Change activity is still too often treated as a support

stream rather than as part of the core control system for value realization, sequencing, and risk

management.

Stat Insight

26% Large transformation studies from firms such as McKinsey and BCG are frequently cited for showing that only a minority of
° transformations deliver enduring value, underscoring how difficult value realization remains in practice.
46% Microsoft's 2025 Work Trend Index reports that 46% of leaders say their organizations are using Al agents to fully automate at
° least some workflows or business processes.
4% Recent Gartner research points to significant strain in the management layer, with many leaders reporting that managers are not
° yet well equipped to lead change consistently in high-disruption environments.
50%+ Prosci reports early evidence that Al-supported change tools can materially reduce planning effort in selected use cases, with
° some users reporting planning-time reductions of more than 50%.
# LinkedIn's 2025 Skills on the Rise analysis places Al literacy at the top of its fastest-growing skills list, signaling how quickly Al
capability is becoming a mainstream workforce expectation.
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How Al transforms organizational change
management

Al is changing the mechanics of OCM: how risk is identified, how signals are read, how enablement is tailored,
and how course correction happens in flight. The shift is not just about speed. It is about moving change

management closer to live execution.

Smarter planning and earlier risk identification

In the planning phase, Al can help analyze prior change artifacts, workforce data, usage patterns, and
operational signals to surface where adoption risk may be building earlier than traditional planning methods
allow. In stronger implementations, this helps teams identify which populations may require differentiated
support, where sponsor attention may need to increase, and where timelines appear misaligned to real
organizational capacity. The value lies less in prediction for its own sake and more in making planning
assumptions testable earlier, allowing OCM teams to target effort more intelligently and build delivery plans

that better reflect enterprise reality.

Real-time sentiment and stakeholder signals

Traditional OCM often relies on periodic surveys, workshop feedback, and manager escalation to understand
how a change is landing. Al-enabled listening tools can add another layer by analyzing large volumes of
unstructured feedback and interaction data more quickly, helping feams detect recurring themes, confusion
points, or signs of local friction between formal review cycles. The practical value of Al-enabled OCM methods
lies in pattern recognition rather than precise measurement of employee feeling. Used with appropriate
privacy controls, human interpretation, and clear governance, they can help change leaders make weak

signals visible earlier and refine interventions with more confidence than anecdotal reporting alone.

Personalized learning and in-workflow enablement

One-size-fits-all training remains one of the most common causes of weak adoption. Al-supported learning
systems can tailor content by role, prior knowledge, pace, and task context, making enablement more relevant
to the point at which behavior change is actually required. For technology implementations, digital adoption
platforms such as WalkMe and Whatfix illustrate the broader principle: support is more effective when it

is embedded in the workflow rather than separated from it. Al can extend that principle by personalizing

guidance and flagging where users may need additional support before frustration becomes disengagement.

Automation of routine OCM tasks

Al is also being applied to the repetitive tasks that consume OCM capacity: drafting communications, creating
first-pass training content, summarizing feedback, preparing meeting outputs, and structuring adoption

reporting. Prosci's 2025 research and subsequent practitioner commentary suggest that this can materially
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reduce planning effort in early use cases. That matters because it shifts practitioner time back toward the work
that remains decisively human: sponsor alignment, manager coaching, intervention design, judgment, and

trust-building across the organization.

Continuous measurement and course correction

Al can also help OCM teams move beyond activity metrics such as emails sent or sessions held tfoward more
decision-useful indicators such as readiness, usage, proficiency, and time-to-productivity. Where these
measures are brought together well, leaders can identify where adoption is beginning to stall and adjust

intervention before underperformance becomes embedded.

How the model changes
Al shifts OCM from a retrospective discipline to one that can sense earlier, intervene faster,
and learn in motion.

Emerging practice in OCM

The issue is not whether Al fools are present. It is whether they improve judgment, governance, and management

discipline. That is what mature practice looks like.

Maturity markers

1. Al-augmented planning: In less mature settings, Al is often little more than a drafting aid. In stronger settings,
it improves the planning conversation itself. Leaders get a clearer view of where adoption risk sits, which
groups need more attention, and where sequencing needs to change. Speed helps, but better prioritization

matters more.

2. Continuous listening with judgment: The practical value of continuous listening is not simply that it produces
more data. It is that it shortens the distance between weak signals and leadership response. Where
sentiment monitoring is used well, it becomes an early-warning mechanism for overload, confusion, or loss

of sponsorship traction rather than a retrospective reporting exercise.

3. Portfolio-level change governance: Portfolio-level visibility is one of the clearest markers of maturity.
Organizations that govern change initiative by initiative tend to discover overload only after adoption has
slowed. Those that maintain a central view of cumulative change demand are better placed to sequence
interventions, protect managerial bandwidth, and avoid treating local resistance as an isolated problem

when it is systemic.

4. Manager enablement as a core control point: Manager enablement is another dividing line. Weaker
approaches assume senior sponsorship and corporate messaging will carry the change. They rarely do.
More mature approaches recognize that adoption is usually won or lost in the management layer, so they

give managers clearer prompts, better local guidance, and earlier visibility of where teams are struggling.
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5. Digital adoption embedded in delivery: Digital adoption capabilities matter most when they are treated not
as training add-ons, but as part of the execution system itself. Embedded guidance, in-application help, and
usage analytics shift support closer to the point of adoption and make it easier to see where the organization

is still compensating for poor design, weak readiness, or insufficient reinforcement.

What mature practice looks like
The strongest pattern in Al-enabled OCM is not more automation. It is better judgment,
earlier intervention, and clearer visibility of cumulative change demand.

Where Al-enabled OCM is creating value

Value is emerging where leaders need earlier visibility, faster intervention, and more disciplined control over

cumulative change demand.

A more distinctive model for Al-enabled change execution

A more useful executive model is to distinguish five capabilities: task automation, adoption intelligence, manager
enablement, portfolio visibility, and capability transfer. Used well, Al does not just accelerate activity. It changes

what leaders can see and how deliberately they can govern adoption.

¢ Task automation: Al reduces the manual burden of drafting, first-pass content creation, feedback

synthesis, and reporting, releasing OCM capacity for higher-value work.

e Adoption intelligence: Al turns fragmented signals into a clearer view of readiness, friction, and emerging

adoption risk.

¢ Manager enablement: Al becomes materially more valuable when it helps managers translate enterprise

change into team-level action.

* Portfolio visibility: Al helps leaders see cumulative change demand across functions, protect managerial

bandwidth, and sequence initiatives more intelligently.

e Capability transfer: Long-term value depends on embedding these practices as repeatable enterprise

capability, not leaving them trapped in a single program.

Enterprise application scenarios

* Enterprise technology implementations: In enterprise technology rollouts such as ERP, CRM, HRIS, or
collaboration platforms, digital adoption capabilities can be combined with structured OCM to close the
gap between communication and day-to-day execution. In these settings, Al-supported listening and

usage analysis can provide a more timely view of where additional intervention may be required.

* Mergers, acquisitions, and restructuring: High-stakes, time-compressed transformations such as MEA

integrations are where Al-enabled OCM may offer value. By accelerating stakeholder analysis,

www.brillio.com



supporting communication development, and strengthening readiness visibility, these approaches may
help compress time frames and improve coordination, although outcomes remain highly dependent on

context, leadership quality, and integration complexity.

* Digital and Al transformation programs: As organizations undertake Al adoption journeys of their
own, they often encounter distinct OCM challenges, including concerns over job displacement, ethical
questions, capability gaps, and governance complexity. In such settings, Al-enabled OCM may help
shift the organization from uncertainty toward more disciplined adoption, though results will vary with

leadership quality and organizational readiness.

e Culture and operating model change: In broader cultural shifts or operating model redesigns, Al can help
map informal influence networks, identify change champions, and show where the existing culture is likely

to support or resist the change.

What this means for the C-suite

For the C-suite, Al-enabled OCM is not primarily a productivity story. It is a control story: how leaders govern
organizational absorption capacity, intervene earlier when adoption weakens, and protect the value of

transformation investments.

For the CEO: Protect strategic intent

For chief executives, the critical question is whether the enterprise can translate strategic intent into sustained
behavioral and operational change. Strategy rarely fails for lack of ambition; it fails when the organization

cannot absorb and operationalize change at the pace the strategy requires.

For the ClIO and CTO: Realize technology value faster

For technology leaders, the familiar risk is that deployment is achieved but adoption remains shallow. Al-enabled
OCM helps close that gap by giving CIOs and CTOs earlier visibility of weak uptake, friction in local execution, and

where additional intervention is needed before value leakage becomes embedded.

For the COO: Improve execution across the portfolio

For operations leaders, the value lies in orchestration across the portfolio. Al-enabled OCM can make it easier
to see where change demand is colliding, where managerial bandwidth is constrained, and where sequencing

decisions should be revisited to protect delivery performance.

For the CPO: Strengthen readiness and manager capability

For people leaders, Al-enabled OCM strengthens the link between workforce readiness and transformation
outcomes. It can help identify capability gaps earlier, target learning more effectively, and equip managers to

lead change with greater clarity and confidence in periods of sustained disruption.
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Executive implication

Adoption should be governed with the same seriousness as cost, timeline, and delivery risk.

Operating model for Al-enabled change

The operating model question is straightforward: what mechanisms make adoption governable? Al-enabled
OCM creates strategic value only when it is built into decision forums, escalation routes, management routines,

and measurement disciplines.

Enterprise ownership of adoption

Leading organizations assign clear ownership for transformation adoption at the enterprise level. That does not
always require a new function, but it does require visible accountability for readiness, adoption, and sustained
use. Executive sponsors, transformation leaders, HR, technology, and business unit owners each have a distinct

role in making sure the change system works as intended.

Decision thresholds and escalation

Al-enabled insights create value only if they trigger decisions. Organizations therefore need explicit rules for
when sentiment deterioration, readiness gaps, or weak adoption metrics should lead to intervention. These
decision rights should be agreed in advance so that leaders know when to adjust sequencing, increase sponsor

attention, allocate more enablement support, or slow the pace of rollout.

Adoption metrics linked to value

The most useful executive dashboard is not the fullest one. It is the one that links adoption to business results. In
practice, that means a small number of measures covering readiness, usage, proficiency, manager effectiveness,

and outcomes.

Sponsorship through the management layer

Executive sponsorship still matters, but most large-scale adoption is won or lost in the management layer. A
workable operating model accepts that reality. Senior sponsors set direction and make visible commitments;
managers make the change real in teams. Al can help by showing where messages are not landing and where

managers need better support.

Learning loops across the portfolio

The operating model should assume that no major transformation will unfold exactly as planned. Al-enabled
OCM works best when it supports a continuous cycle of sensing, deciding, intervening, and learning. This creates
a more adaptive transformation engine, one that improves with every program rather than repeating the same

avoidable mistakes.
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Operating principle
The aim is not to mechanize change, but to help leaders govern absorption capacity with

more discipline.

Addressing the risks and concerns

A credible case for Al-enabled OCM must confront some of the risks, mentioned below, directly. Ignoring them

does not remove them; it undermines trust.

Data quality and governance

Al is only as good as the data that trains and informs it. Poor data quality, including incomplete, biased, or
outdated datasets, produces unreliable insights. Data governance should therefore be treated as a foundational
requirement, ensuring that Al-powered OCM tools draw on clean, relevant, and ethically sourced organizational
data.

Ethical use and bias

Listening tools, behavioral data, and pattern analysis raise important questions about employee privacy,
interpretive accuracy, and algorithmic bias. Clear governance frameworks are needed to define what data is

collected, how it is used, who has access, and what human review sits around it. Transparency is essential.

Fear of job displacement

Change practitioners and employees alike may worry that Al will make certain roles redundant. Current evidence
suggests a more nuanced picture: Al can augment human capability without removing the need for judgment,
empathy, and relationship intelligence. The strongest OCM teams are increasingly those that combine human

and machine capability rather than setting the two in opposition.

Complexity of adopting Al itself

There is a certain irony in the fact that adopting Al-enabled OCM tools is itself a change management challenge.
Successful implementation tends to depend on structured onboarding, clear use case guidance, and ongoing

support so that tfeams can use these tools confidently and effectively from the outset.

Governance imperative
In OCM, Al is most effective when it operates under human judgment, transparent

governance, and clear ethical boundaries.
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What executive teams should do next

The next-step agenda is practical: make change demand visible, govern adoption with the same discipline as

delivery, and apply Al where it improves judgment, speed of response, and quality of intervention.

* Establish a baseline for change execution maturity: Assess how effectively the organization aligns
sponsors, equips managers, monitors adoption signals, and connects change activity to business
outcomes. This establishes where execution risk is most likely to build and where intervention is most

needed.

* Prioritize a small set of high-value Al use cases: Start with a limited number of use cases where better
visibility or faster response would materially improve outcomes, such as adoption tracking, stakeholder

signal analysis, manager guidance, or executive reporting.

» Build leadership and management readiness for Al-enabled change: Build leadership and manager
readiness to interpret Al-enabled insight, act on weak signals early, and remain clear about where human

judgment, sponsorship, and local credibility still determine outcomes.

* Govern change at the portfolio level: Create an enterprise view of major initiatives so leaders can see
cumulative demand on the same populations, sequence interventions more deliberately, and avoid

overloading the management layer.

e Track adoption and value realization, not just activity: Track a concise set of measures that connect
readiness and usage to operational or financial outcomes, so leaders can intervene on adoption risk

before it shows up as delivery slippage or missed value.

e Use targeted external support where capability gaps exist: Where internal capability is limited, targeted
external support can accelerate maturity, improve governance design, and reduce the risk of fragmented

or overly tactical change efforts.

Conclusion

The next frontier of transformation is not technology deployment alone. It is whether leaders can convert
strategic intent into sustained adoption without exhausting the organization carrying the change. That is

the real significance of Al-enabled OCM. Its value is not cosmetic efficiency, but better visibility of readiness,

strain, sequencing, and value risk. The executive question is no longer whether adoption matters. It is whether

adoption is being governed with the same seriousness as cost, risk, and delivery. The organizations that will
win the next decade will not simply be those with the best tools. They will be those that treat change capacity

as a finite enterprise resource and adoption as a control issue.

Final thought

Change management is shifting from a delivery support function to a leadership discipline for

governing enterprise absorption capacity.
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About Brillio

Brillio is The Enterprise Al Accelerator helping Fortune 1000 companies move from Al
ambition to scaled impact, faster. Powered by our Al accelerator platform - Agentic
Data and Application Management (ADAM), Brillio is one of the fastest-growing
digital fechnology service providers, delivering transformation across five core
workstreams: business-led transformation, customer experience transformation, Al

and data engineering, digital engineering, and infrastructure engineering.

With 14 delivery locations across North America, Europe, and Asia and a team of over
6,000 customer-obsessed professionals, Brillio combines deep industry expertise,
modern engineering, and accelerators to deliver measurable outcomes.
Headquartered in Dallas, Texas, Brillio serves clients globally with a commitment to
speed, scale, and measurable impact.
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