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Across clean energy, climate, infrastructure, and 
mission-driven organizations, leaders are being 
asked to move quickly with AI. The pressure 
is real: identify valuable use cases, improve 
efficiency, reduce costs, strengthen decision-
making, and keep pace with a fast-changing 
market.

Yet AI adoption does not happen in a vacuum. It 
lands inside real teams already carrying complex 
work, shifting priorities, customer demands, 
resource constraints, policy uncertainty, and the 
human realities of organizational change.

That is why AI adoption cannot be treated only as 
a technology rollout.

It is also a team system change.

Every AI initiative changes something about how 
work gets done. It may alter workflows, handoffs, 
roles, communication patterns, decision 
rights, accountability, learning needs, and the 
way people experience their own value and 
contribution. Even a well-designed AI strategy 
can create friction if the human infrastructure 
underneath it is not ready to hold the change.

This guide is designed to help leaders pause long 
enough to ask the questions that often determine 
whether AI adoption creates meaningful value or 
simply adds another layer of complexity.

The intent is practical. This is not a technical 
AI implementation guide. It is a leadership 
preparation guide for strengthening the human 
conditions that allow AI to be used wisely, safely, 
consistently, and in alignment with mission.

When leaders prepare the team system, they 
increase the likelihood that AI will become 
more than a tool. It can become a catalyst for 
clearer priorities, stronger collaboration, better 
decisions, shared learning, and more meaningful 
contribution.

The work begins by looking not only at what AI 
can do, but at what people and teams need in 
order to use it well. 

The work also requires leaders to plan for 
how learning will move. As teams experiment 
with AI, valuable insights emerge in real time. 
If those stories and lessons remain isolated, 
the organization loses momentum. If they are 
captured and shared intentionally, they can 
become part of the adoption system itself. 

 
AI adoption is not only  
a technology rollout. It is 
a team system change.

Preparing Your Team  
for an AI Uplift
How to Avoid Common Pitfalls and 
Strengthen the Human Infrastructure 
Before, During, and After AI Adoption

Introduction
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Purpose of This Guide

Core leadership question: 
What does our team system need in order to use AI wisely, safely, 
consistently, and in alignment with our mission?

This practical prep document is designed for 
executives, founders, and operational leaders 
navigating AI adoption in clean energy, climate, 
and mission-driven organizations. It can support 
executive conversations, Technology and People 
leader outreach, cross-functional planning, and 
trade organizations’ event planning.

The goal is to help leaders look at AI adoption 
as a full-system change, not only a technology 
rollout. That means preparing the team system 
while also holding the questions senior leaders 
are increasingly being asked about culture, 
process, technology, governance, risk, value 
creation, and adoption readiness.

Human infrastructure includes the relationships, 
agreements, rhythms, roles, trust, capacity, 
communication practices, decision rights, 
learning loops, and measures that allow teams 
to execute well through change.

When that infrastructure is strong, AI can help 
teams clarify, accelerate, learn, and scale 
knowledge. When it is weak, AI can amplify 
confusion, mistrust, uneven adoption, poor hand 
offs, and unclear accountability.

The board-level questions included in this 
guide are intended to help executives prepare 
for stronger oversight conversations. A deeper 
discussion may also be needed for questions 
related to fiduciary oversight, committee 
ownership, enterprise risk, director AI literacy, and 
management accountability.

At its simplest, this guide is designed to help 
leaders execute what matters most by preparing 
the human infrastructure for AI adoption, 
avoiding costly pitfalls, and turning isolated 
experimentation into shared organizational 
capability.
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A Note on Moving Faster with the Right Support
Thoughtful preparation is not the same as slowing down. In many organizations, 
AI adoption will move faster when leaders have a clear process for aligning 
the initiative to purpose, culture, workflows, governance, ownership, and 
measurable value.

Permission to Bloom helps leaders create the structure, facilitation, momentum, 
and accountability needed to move this work forward without adding it to 
already full day-to-day operational responsibilities. The work is to help the 
organization clarify what matters most, align the right people, surface barriers, 
make decisions, capture learning, and keep the adoption effort moving toward 
meaningful value.

In that sense, preparing for AI adoption is part of executing what matters most. 
The goal is not simply to study the change. The goal is to help leaders build 
a practical path for AI adoption that is clear enough, human enough, and 
accountable enough to succeed.

The Leadership Frame
AI adoption asks leaders to hold two truths at the same time:

1.	 AI can create meaningful business value. It can save time, reduce costs, improve accuracy, 
support knowledge sharing, strengthen decision-making, support margin, and help teams 
move faster.

2.	 AI changes the human system of work. It affects how people understand their value, how 
decisions are made, how work moves across functions, how teams learn, and whether 
employees feel included in the change or acted upon by it.

The goal is not to slow AI adoption down. The goal is to help leaders move with enough clarity, trust, 
and accountability that speed does not create avoidable friction, and caution does not become 
institutional delay. Thoughtful preparation allows organizations to move faster because purpose, 
ownership, risks, workflows, human conditions, and learning loops are clearer from the start.

The leadership opportunity is not simply to roll out AI. The opportunity 
is to prepare the team system so AI can be adopted with clarity, trust, 
accountability, and measurable value.
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Why This Matters Now
Many organizations are moving quickly. Leaders and board members are asking whether AI can 
improve productivity, reduce costs, increase speed, improve accuracy, strengthen decision-making, 
and protect competitive position.

Those questions are necessary, but they are incomplete if they are not paired with deeper questions 
about culture, process, technology, and governance. AI adoption can create business value, but it can 
also expose where a team system is already strained, unclear, overloaded, or misaligned.

At the same time, teams are already carrying heavy loads. In clean energy and climate-related 
industries especially, many teams are navigating market shifts, policy uncertainty, project complexity, 
funding constraints, workforce reductions, talent gaps, data challenges, and pressure to execute faster.

When AI is introduced into an already strained team system, it can be received in very different ways:

• As a helpful tool

• As another thing to learn

• As a threat to job security

• As a leadership priority without enough support

• As an efficiency mandate

• As a source of confusion about quality, accountability, or decision rights

• As a hopeful way to reduce repetitive work and free capacity for higher-value contribution 

Why This Matters in Clean Energy, Climate, and Infrastructure
AI adoption in clean energy and infrastructure organizations does not happen in a simple operating 
environment. Teams are often working across complex projects, regulatory requirements, customer 
and community expectations, interconnection and permitting constraints, financing pressure, field 
operations, grid reliability concerns, data quality challenges, and fast-moving market shifts.
That makes the human infrastructure especially important. 

If AI is introduced without clear workflows, decision rights, governance, stakeholder awareness, and 
team learning loops, it can create more fragmentation inside systems that are already carrying 
high complexity. 

Used well, AI can help teams synthesize information, improve planning, reduce repetitive 
coordination, strengthen decision-making, and free human attention for the judgment, relationship, 
project execution, and stakeholder work that clean energy and infrastructure progress requires.
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Leaders cannot assume that everyone is experiencing the AI 
uplift in the same way. The work is to make the invisible visible, 
then strengthen the system before asking it to carry more.
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This guide is organized around four readiness 
dimensions: Culture, Process, Technology,  
and Governance. 

Together, these dimensions help leaders look 
beyond AI as a tool and see the conditions that 
determine whether adoption will create real 
value.

Culture looks at how people relate to AI. This 
includes trust, psychological safety, mission 
alignment, leadership modeling, human 
connection, capacity, hesitation, learning, and 
whether people feel included in shaping the 
change.

Process looks at how work actually gets done. 
This includes workflows, handoffs, decision points, 
validation time, communication load, manager 
support, and whether teams are starting with the 
real business or team challenge before selecting 
AI solutions.

Technology looks at how tools, data, and use 
cases support the work. This includes approved 
tools, shared literacy, equitable access, data 
readiness, training, and whether usage is 
connected to meaningful outcomes rather than 
activity alone.

Governance looks at how decisions, risk, 
accountability, and learning are held. This 
includes enterprise strategy, ownership, decision 
rights, human oversight, policies, escalation 
paths, metrics, and how governance is updated 
as AI use evolves.

 
 

Across all four dimensions, leaders should also 
plan for Learning and Story Capture. AI adoption 
creates real-time learning: what worked, what 
created value, what felt confusing, what raised 
concern, what helped people trust the process, 
and what changed how the team worked. If 
that learning is not captured, distributed, and 
connected back into the adoption plan, it can 
remain isolated in pockets. One team figures 
something out while another starts from scratch. 
One employee has a breakthrough, but no one 
else sees it. One group works through fear or 
resistance, but the insight never becomes usable 
for leaders or other teams.

Learning and story capture is not “nice to have” 
communications. It is part of the adoption 
system. It helps leaders surface what is actually 
happening, normalize experimentation, reduce 
fear through peer examples, share practical 
use cases, make invisible learning visible, and 
strengthen trust. To create value, these stories 
need channels, feedback loops, ownership, and 
integration with training, manager support, 
communications, HR, operations, governance, 
and broader change programs. When done 
well, story and learning capture turns adoption 
from isolated individual effort into shared 
organizational capability.

The following pitfalls are organized through 
these four dimensions. They are designed to help 
leaders see where AI adoption may be creating 
hidden strain, fragmentation, or missed value, 
then use the readiness framework that follows to 
strengthen the human infrastructure needed for 
thoughtful adoption.

How to Use This Guide

PROCESS

LEARNING 
& STORY 
CAPTURE

CULTURE

GOVERNANCE

TECHNOLOGY
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AI adoption often reveals the strength of the 
team system, the core structure through which 
an organization gets work done. This guide was 
shaped by current executive and board-level 
conversations, industry research, and team-
level insights about AI readiness, including the 
need to look beyond tools to the culture, process, 
technology, and governance conditions that 
determine whether AI adoption creates real value.

The following pitfalls are not signs of failure. 
They are common patterns that emerge when 
organizations move quickly but do not build in 
the processes needed to check, learn from, and 
improve adoption over time. Naming them early 
gives leaders a chance to strengthen alignment, 
protect trust, support learning, and keep AI 
adoption connected to mission, business value, 
stakeholder value, and human contribution. 

Common AI Adoption Pitfalls to Avoid

  Pitfall:  Separating technology from mission

AI decisions can drift toward speed and cost reduction if leaders do not intentionally connect use  
cases to purpose, customer value, stakeholder value, and human contribution.

  PITFALL:  Focusing on headcount before demonstrated value

Fear of job loss can cause employees to hide AI use, resist learning, or treat AI as a threat rather than a 
shared growth engine.

  PITFALL:  Letting AI culture drift

Leaders assume people will adopt AI in healthy ways without shared norms, trust, psychological safety, 
and clear expectations.

  PITFALL:  Underestimating hesitation across the organization

AI adoption can create hesitation at every level, not only among employees. Team members may 
worry about job security, surveillance, replacement, or being left behind, while leaders may feel 
pressure to champion tools they are still learning to understand and use themselves. As AI flattens 
access to information and capability, leadership also has to evolve. Organizations need space for 
honest inquiry, shared learning, and psychologically safe experimentation across roles and levels.

  PITFALL:  Allowing AI to weaken human connection

When AI adoption is not anchored in shared goals, shared expectations, and intentional 
communication, individuals may begin turning more toward AI for answers and less toward one 
another. Over time, this can subtly weaken the relational fabric strong teams depend on. Collaboration 
may become more transactional, trust may dissipate, and interpersonal capability may be 
underdeveloped precisely when human judgment, nuance, dissent, and creativity matter most.

Culture
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  PITFALL:  Failing to protect diversity of thinking

AI can subtly pull thinking toward the center, reinforce familiar patterns, and reduce dissenting 
opinions if teams do not intentionally invite challenge, creativity, and multiple perspectives across 
roles, levels, and lived experience. Without practices that protect human imagination and healthy 
disagreement, AI can create a polished echo chamber instead of better thinking and decision-making.

  PITFALL:  Skipping continuous learning

AI adoption changes quickly. Without a psychologically safe and recognized container for team and 
enterprise-level inquiry, organizations miss the chance to learn what is working, what is not, and why. 
Learning loops help teams surface concerns, share insights, stress-test applications, adjust practices, 
and update governance as reality changes.

  PITFALL:  Failing to capture, share, and use the stories and learning as adoption unfolds

As teams experiment with AI, valuable learning emerges in real time: what worked, what created value, 
what felt confusing, what raised concern, what helped people trust the process, and what changed 
how the team worked. If leaders do not build ways to capture, distribute, and learn from those stories, 
the learning remains isolated in pockets. Teams repeat each other’s mistakes, practical use cases 
stay hidden, fear is harder to reduce, and the organization misses the chance to turn individual 
experimentation into shared capability.

The risk is not only that stories go untold. The risk is that they are created as standalone content but 
never integrated into training, manager support, ambassador programs, internal communications, 
feedback loops, governance updates, or broader change efforts. Story capture creates value when it 
helps the organization learn out loud and adjust as adoption unfolds. 

  PITFALL:  Treating AI as only a tool rollout

The organization focuses on platforms, licenses, and policies but underestimates the changes to 
workflows, roles, decision rights, and team dynamics.

  PITFALL:  Starting with the tool instead of the challenge

When teams begin with “how can we use AI?” instead of first naming the real business, customer, 
workflow, or team challenge, AI can become a solution in search of a problem. Teams create more 
value when they first articulate and prioritize the challenges they are trying to solve, identify the 
solutions that matter most, and then explore where AI can help. In that sequence, AI becomes a way 
to reduce high-effort documentation, data alignment, or repetitive coordination so human talent can 
focus on the higher-value work.

  PITFALL:  Scaling before the workflow is ready

The use case is promising, but the underlying process is unclear, inconsistent, or overloaded.

PROCESS
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  PITFALL:  Underestimating the time to validate AI output

AI can appear to save time while quietly shifting work into review, correction, factchecking, rewriting, and 
quality control. Teams may spend more time validating AI-generated work than they would have spent 
doing the work themselves. Leaders need to clarify when AI output is good enough, what requires human 
nuance, and how validation work will be recognized, resourced, and improved.

  PITFALL:  Ignoring the capacity tax before the gain

AI can eventually give employees, managers, and executives time back, improve work-life balance, 
and reduce repetitive work. It may help leaders synthesize reports, prepare board materials, draft 
communications, or make faster sense of complex information. But learning, testing, prompting, 
validating, redesigning workflows, and building new habits all require real capacity before those gains 
appear. If leaders do not recognize and resource this transition load, AI adoption can feel like one more 
demand placed on already full teams and leadership systems.

  PITFALL:  Forgetting the managers

Managers are expected to translate strategy, answer employee questions, model usage, manage 
anxiety, protect performance, support learning, and keep work moving. They need support, training, and 
space to surface what they are seeing.

  PITFALL:  Measuring AI activity but not team functionality

Leaders track AI usage, productivity gains, and time savings, but do not track how teams are functioning 
together as the work changes. AI adoption can look successful on the surface while clarity, trust, 
handoffs, decision quality, communication load, learning, or capacity are quietly deteriorating.

 

  PITFALL:  Measuring usage instead of outcomes

Login rates, adoption counts, and tokenmaxxing do not reveal whether AI is improving the work that 
matters. High activity can look like progress while the underlying business value remains unclear. Leaders 
need to ask what people are using AI for, whether it is improving outcomes, and whether it is whether it is 
strengthening the quality, speed, accuracy, learning, or value of the work.

  PITFALL:  Moving faster than shared literacy

When AI tools are introduced faster than training, playbooks, and role-based guidance, early adopters 
may race ahead while others feel behind, hesitant, or ashamed of using shadow tools. Without shared 
literacy, teams fragment, knowledge becomes uneven, and equity concerns surface.

  PITFALL:  Creating unequal access to endorsed tools

When employees do not have transparent access to approved tools, clear guidance, and shared 
resources, AI adoption becomes uneven and informal. Shadow tools may fill the gap, shame may 
increase around who is using what, and the organization loses the ability to build coherent capability 
across teams.

TECHNOLOGY
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  PITFALL:  Lacking a coherent enterprise AI strategy

When AI adoption is decentralized without alignment, teams may choose different tools, define 
success differently, and shift workflows in uneven ways. Without clear goals, milestones, defined use 
cases, shared KPIs, baseline usage data, and decision criteria, AI can create fragmentation rather than 
coherence.

  PITFALL:  Assuming human oversight will happen

Human judgment needs time, context, authority, and explicit decision rights. It cannot be treated as an 
informal safety net.

  PITFALL:  Leaving ownership vague

Everyone supports AI in theory, but no one owns adoption, governance, workflow redesign, learning, or 
employee experience.

  PITFALL:  Letting governance documents go stale

AI governance cannot be a one-time policy exercise. Tools, use cases, risks, regulations, and team 
practices change quickly, and governance documents need to be updated, communicated, and 
trained on as the work evolves. If people do not understand the current guardrails, review expectations, 
escalation paths, and accountability model, the organization may have governance on paper but not 
in practice.

  PITFALL:  Leaving learning and story ownership unclear

Teams may generate valuable stories, use cases, concerns, and lessons, but no one owns how that 
learning is captured, shared, measured, or fed back into the adoption system. Without clear ownership 
across business leaders, managers, HR, Communications, technology, and governance, learning can 
inspire a few people but fail to shape training, decision-making, behavior, or enterprise capability.

The opportunity is not to avoid these pitfalls by slowing  
AI adoption down. 

The opportunity is to build the human infrastructure that allows 
AI adoption to create real value, with teams clear enough, 
connected enough, and supported enough to use it well. 

GOVERNANCE
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The Human Infrastructure Prep Framework:  
Four Readiness Dimensions
AI adoption is often discussed through the language of tools, platforms, pilots, and productivity. 
Those are important, but they are not the whole picture.

For AI to create meaningful value, leaders need to prepare the human infrastructure through 
which the organization learns, decides, collaborates, and gets work done.

A practical way to do this is to look at readiness across four interconnected dimensions: 

• Culture: How people relate to AI

• Process: How work actually gets done

• Technology: How tools, data, and use cases support the work

• Governance: How decisions, risk, accountability, and learning are held

The question is not only, “Which AI tools should we use?”  
The deeper question is: 

Is our organization ready to use AI in a way that strengthens 
performance, trust, mission alignment, and human contribution?

A cross-cutting adoption layer sits across all four dimensions:  
Learning and Story Capture. 

As AI adoption unfolds, teams need simple ways to notice, document, distribute, 
and learn from what is emerging. Peer stories, team reflections, short interviews, 
ambassador examples, use-case snapshots, and lessons learned can become 
part of the adoption flywheel. They help others see what is possible, reduce fear, 
spread practical learning, give leaders a clearer view of the human experience 
of the change, and turn AI adoption into shared organizational capability.
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1. CULTURE: HOW PEOPLE RELATE TO AI

Culture is the lived environment into which AI arrives. It shapes whether people experience 
AI as useful support, a threat, a mandate, a distraction, or a shared opportunity. Culture 
includes trust, psychological safety, leadership behavior, employee voice, learning norms, 
capacity, team energy, and whether people feel AI is being built with them or done to them. 

Board-level questions not to miss

• Is our executive team actually using AI, or just mandating it for everyone else?

• Are we being intentional about our AI culture, or just letting it drift?

• Are employees hiding AI use because they fear job loss, judgment, or surveillance?

• Are we asking only whether people are using AI, or are we asking what they are using it for and 		
whether it is improving outcomes that matter?

• How do we maintain genuine human connection as AI becomes more embedded in the work?

• How are we aligning AI strategy and usage with our renewable energy, climate, infrastructure, or 	
organizational mission? 

Leader questions

• How does our AI strategy support our mission and values?

• Where do employees need peer examples, not just leadership messages, to build confidence  
and trust?

• What story are employees telling themselves about AI in this organization?

• Where are people excited, and where are people concerned?

• Where might fear of replacement, surveillance, or loss of value be present?

• Are people invited to shape AI adoption, or only expected to comply?

• Do managers have the language and support to talk honestly with their teams?

• How are we protecting psychological safety while also encouraging experimentation?

• Do teams have the capacity and energy to learn, test, verify, redesign workflows, and build  
new habits?

• Which teams are energized, steady, guarded, strained, or depleted?

• What work needs to pause, reduce, simplify, or shift to make room for adoption? 
 

Practical prep actions

• Create an AI Purpose Filter to connect AI use cases to mission, business value, customer value,  
employee experience, and human judgment.

• Hold structured listening sessions before major rollout. Ask what excites people, what concerns 
them, where they see potential, and what support they need.
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• Use a team energy pulse before and during AI adoption to understand capacity, demand, and the 
lived experience of change.

• Equip managers with talking points, FAQs, conversation guides, and permission to surface 
employee questions without defensiveness.

• Name what AI is intended to support, what human contribution remains essential, and what the 
organization is not trying to automate.

• Build shared norms for experimentation, responsible use, review, learning, and transparency.

• Create explicit capacity agreements so AI adoption does not become invisible extra work layered 
on top of already full plates.

• Consider an AI ambassador or peer-support model where trusted employees help others learn,  
experiment, surface concerns, and share practical examples across teams. 

Readiness signals

• Employees understand why AI matters and how it connects to the mission.

• Employees have safe ways to raise questions, concerns, and ideas.

• Managers can discuss AI without creating fear or false certainty.

• Teams have enough capacity to learn and experiment.

• People are not hiding AI use or using it performatively.

• Human connection and trust are strengthened, not quietly eroded.

• Employees can see credible examples from peers who have experimented, learned, and created 	   	
value with AI.

 
Metrics to track

• Employee confidence and concerns

• Manager readiness

• Team energy and capacity

• Participation in listening sessions and learning forums

• Use case ideas generated by employees closest to the work

• Qualitative themes around trust, fear, excitement, and clarity 
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2. PROCESS: HOW WORK ACTUALLY GETS DONE

AI value is created in real workflows, not in abstract strategy. A use case may look compelling 
at the executive or board level but fail when it enters a workflow with unclear handoffs, messy 
data, competing priorities, overloaded people, or undefined decision rights. Process readiness 
asks whether AI is improving how work happens or simply sitting on top of broken processes. 

Board-level questions not to miss

• Are our AI tools changing how work gets done, or sitting on top of broken processes?

• Have we mapped the underlying workflows before asking AI to accelerate them?

• Are we designing for human judgment, or just assuming someone will catch problems?

• Where are handoffs, review points, and decision rights changing as AI enters the process?

• Are we scaling pilots before the workflow is ready to hold them?

• Are communication and verification demands increasing in ways we have not accounted for?
 
Leader questions

• Which workflows are most ready for AI support?

• Which workflows are already strained, unclear, or overloaded?

• Where are the handoffs?

• Where does work slow down?

• Where is rework happening?

• Where is human judgment essential?

• Where would AI reduce burden?

• Where might AI create new review, verification, or communication demands?

• What decisions, approvals, or quality checks will change?

• What new work will AI create, even as it reduces other work?
 
Practical prep actions

• Choose one priority workflow and map the current process, pain points, decision points, handoffs, 
data inputs, risks, human review needs, and potential AI support.

• Ask whether the workflow is ready for AI or whether it needs repair first.

• Create a simple before-and-after workflow map showing what humans do, what AI supports, who 
reviews, and who decides.

• Clarify where AI is allowed to draft, summarize, recommend, analyze, or automate.
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• Identify communication load created by adoption: updates, training, feedback loops, FAQs, 
governance reminders, and manager talking points.

• Name the capacity cost of workflow redesign, testing, and verification before assuming AI will  
save time.

• Pilot in one workflow with clear learning objectives before scaling across teams.
 
Readiness signals

• The workflow has been mapped before AI is introduced.

• Decision points and handoffs are visible.

• Human judgment is designed into the workflow, not assumed.

• Teams understand what changes and what stays the same.

• Adoption reduces meaningful friction rather than accelerating confusion.

• Capacity costs are acknowledged before productivity gains are claimed.
 
Metrics to track

• Cycle time

• Rework

• Error rates

• Quality improvements

• Time spent on review and verification

• Handoff clarity

• Communication load

• Capacity impact during rollout

• Employee experience of the workflow change 
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3. TECHNOLOGY: HOW TOOLS, DATA, AND USE CASES SUPPORT THE WORK

Technology readiness asks whether the tools, data, systems, and use cases are fit for 
purpose. It also asks whether the organization has enough internal understanding to make 
wise build, buy, integrate, and scale decisions. The technology conversation should not be 
separated from culture and process. Tools only create value when they serve real work, are 
trusted by the people using them, and are governed responsibly. 

Board-level questions not to miss

• Where is our build versus buy strategy, and who owns it?

• Are we making tool decisions one by one, or within a governing framework?

• Do we have enough internal capability to make informed vendor and platform decisions?

• Are we taking any meaningful strategic swings, or only incremental efficiency nudges?

• Is our data fit for purpose, secure, governed, and reliable enough for the use cases we are pursuing?

• Are approved tools, playbooks, and training clear enough for consistent adoption? 

Leader questions

• What problem is this tool or use case solving?

• What business value is expected, and how will we know if it is real?

• What data does this use case depend on?

• Is the data accurate, accessible, secure, and governed?

• What systems must connect for the use case to work at scale?

• What skills do people need by role or function?

• What does good AI use look like here?

• Where do people need prompt guidance, review practices, or data literacy?

• Are we creating a collection of disconnected pilots or a coherent AI capability? 

Practical prep actions

• Create a use case intake process that includes business value, mission alignment, stakeholder 
value, workflow readiness, data readiness, risk level, owner, and measurement plan.

• Define approved tools and clear boundaries for what may and may not be entered into them.

• Create role-based AI adoption guides with common use cases, approved tools, guardrails, example 	
prompts, review requirements, escalation paths, and ways to share learning.

• Assess data readiness before scaling a use case.

• Create a build, buy, or partner decision frame that includes strategic value, data sensitivity, internal 	
capability, vendor risk, cost, and long-term flexibility.
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• Identify two or three higher-value AI opportunities that could change what the organization is 	   	
capable of doing, not only make current work marginally faster.

• Support peer learning and ambassador examples so teams can see useful applications from 
colleagues, not only policy instructions or tool guidance from leadership. 

Readiness signals

• Use cases are tied to business value and mission relevance.

• Data readiness is understood before scaling.

• People know which tools are approved and how to use them safely.

• Technology decisions are not made in isolation from process and governance.

• The organization is building AI capability, not only buying AI access.

• Leaders can distinguish incremental efficiency from strategic transformation.
 
Metrics to track

• Use case value delivered

• Time saved or quality improved

• Accuracy and error patterns

• Tool usage by meaningful workflow, not login volume alone

• Data readiness and data quality issues

• Training completion and role-based confidence

• Cost to implement and maintain

• Vendor or platform risk 
 

For board directors and governance committees,  additional questions arise around 
fiduciary oversight, committee ownership, director AI literacy, management accountability, and how to 
oversee AI risk without crossing into operational micromanagement. Those questions may warrant a 
separate board-level AI readiness discussion.
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4. GOVERNANCE: HOW DECISIONS, RISK, ACCOUNTABILITY, AND  
      LEARNING ARE HELD

Governance is how the organization holds accountability as AI scales. It includes decision 
rights, oversight, escalation, risk response, policies, resource ownership, continuous learning, 
and measures that keep pace with the business. In the AI era, governance should not be 
treated as the handbrake. Strong governance allows leaders to move with more confidence 
because accountability, human judgment, and learning are designed into the system.

For executives and boards, AI governance also needs to account for material enterprise 
risks, including third-party vendor exposure, cybersecurity vulnerability, data security, 
model drift, regulatory change, reputational harm, customer impact, and failures of human 
oversight. 

Board-level questions not to miss

• When something goes wrong, do we know how to respond, and who is responsible?

• Is our governance keeping pace with the business, and who owns that?

• What does a material AI failure look like for our organization?

• Where is human oversight required at consequential decision points?

• Who on the leadership team or board owns AI literacy and accountability?

• Do we have a structure for continuous learning so governance evolves as the technology and use 	
cases evolve?

• Are we measuring adoption only, or measuring business value, human readiness, risk, and learning 
together?

 
Leader questions

• Who owns AI strategy?

• Who owns each use case?

• Who owns adoption?

• Who owns risk, governance, and review?

• Who owns the employee experience of the change?

• Who has authority to say yes, pause, adjust, or stop?

• What decisions can AI support?

• What decisions should AI never make on its own?

• How will we handle disagreement between human judgment and AI output?

• How will we document material decisions?

• How will we know when to scale, pause, or stop?
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Practical prep actions

• Create an AI ownership map for each initiative: executive sponsor, business owner, technical owner, 	
workflow owner, risk or governance owner, adoption owner, and team representatives closest to  
the work.

• Create a Decision Rights Map: AI may assist with, AI may recommend, AI may not decide, human 
review is required when, final accountability sits with, escalation is required when.

• Define failure response protocols before they are needed, including what gets escalated, who 
decides, what gets paused, and how learning is captured.

• Create a governance refresh rhythm so policies, guardrails, and review practices are updated as 
tools and use cases evolve.

• Build a monthly or sprint-based learning loop: what did we try, what value did it create, what friction 
or risk emerged, what should change, what should be shared, and what needs leadership attention.

• Use a balanced scorecard that includes business value, human infrastructure, governance and risk, 	
and learning.

• Ensure the board or executive team has enough AI literacy to ask informed questions and recognize 	
 incomplete answers.

 
Readiness signals

• Owners are named and resourced.

• Human-in-the-loop review is defined for material decisions.

• Escalation paths are clear before failures occur.

• Governance is updated regularly, not treated as a one-time policy document.

• Lessons from pilots move across teams rather than staying isolated.

• Leaders measure both what AI produces and what the organization is becoming capable of doing 
with it.

 
Metrics to track

• Business value: time saved, cost reduced, quality improved, accuracy improved, customer value 	   	
strengthened, revenue or margin supported

• Human infrastructure: role clarity, adoption confidence, trust, manager readiness, communication 	
effectiveness, capacity impact, psychological safety, cross-functional alignment

• Governance and risk: review compliance, error patterns, escalations, data concerns, security issues, 	
decision accountability

• Learning: lessons captured, playbooks updated, use cases refined, pilots scaled, paused, or stopped 	
 with clear rationale
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Before, During, and After Adoption

 
BEFORE ADOPTION: PREPARE THE SYSTEM

Before a pilot or rollout, leaders should clarify what challenge or opportunity they are addressing, 
why this matters, what business value is expected, how it connects to mission, which workflows are 
involved, who owns what, where human judgment is required, what risks need guardrails, what teams 
need to learn, what capacity is required, how employee voice will be included, and how success will 
be measured.

Leaders should also decide how stories, use-case examples, employee concerns, team learning, and 
practical breakthroughs will be captured and shared as adoption unfolds.

 
LEADERSHIP MOVE: Do not start only with the tool. Start with the team system.

 
DURING ADOPTION: SUPPORT THE SYSTEM

During pilot or rollout, leaders should watch for confusion about expectations, uneven adoption, 
over-reliance on AI output, under-use due to fear or lack of clarity, workflow bottlenecks, new review 
burdens, manager uncertainty, employee anxiety, hidden resistance, communication overload, 
capacity strain, and early signs of value.

The learning should not stay with the pilot team. Leaders should translate lessons into updated 
playbooks, manager guidance, internal case studies, governance refinements, and practical stories 
that help the next teams learn faster.

 
LEADERSHIP MOVE: Treat adoption as a learning process, not a compliance exercise.

 
AFTER ADOPTION: LEARN AND STRENGTHEN THE SYSTEM

After an initial pilot or rollout, leaders should ask what value was created, what was learned, what 
worked better than expected, what created friction, what risks emerged, what needs clearer 
ownership, what needs better training, what workflows need redesign, what should scale, what should 
stop, and what this revealed about how the team works.

 
LEADERSHIP MOVE: Use AI adoption as a mirror. It will reveal where the organization is clear, aligned, 
and ready. It will also reveal where the system needs strengthening.
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Practical Leadership Checklist

 
	  Culture Readiness 

• AI priorities are connected to mission and strategic goals.

• Employees understand why AI is being introduced.

• Employees have had a chance to voice questions and concerns.

• Managers are equipped to support the change.

• Psychological safety is actively protected.

• Team capacity and energy have been assessed.

• There is a plan to preserve human connection as AI becomes embedded in the work. 

 
	  Process Readiness 

• Teams have named the challenge or opportunity before selecting AI as the solution.

• Priority workflows are mapped.

• Handoffs and decision points are clear.

• Human judgment requirements are designed into the workflow.

• Review and verification responsibilities are realistic.

• Communication load has been anticipated.

• AI is being applied to work that is ready enough to benefit.

• The organization knows which processes need repair before automation or acceleration. 

		   
	  Technology Readiness 

• Use cases are evaluated for measurable value.

• Data inputs and quality concerns are understood.

• Approved tools and boundaries are clear.

• Role-based training and playbooks are available.

• People know what not to enter or automate.

• Build, buy, and vendor decisions are guided by a clear frame.

• The organization is identifying higher-value strategic opportunities, not only incremental 
efficiency gains. 
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	  Governance Readiness 

• Executive sponsorship is clear.

• Business, technical, workflow, risk, and adoption owners are named.

• Decision rights are explicit.

• Human-in-the-loop review is defined for material decisions.

• Escalation paths are in place for AI failures or concerns.

• Governance is updated as tools and use cases evolve.

• A continuous learning loop exists.

• Business value, human readiness, governance risk, and learning are measured over time. 

	  Learning and Story Capture Readiness 

• A story and learning capture plan exists before rollout begins. 

• Teams know what to notice, document, and share as they experiment. 

• Peer examples and practical use cases are captured in simple, usable formats. 

• Feedback loops connect employee experience back to leaders, managers, HR, Communications, 	
technology, and governance owners. 

• Stories are used to support learning, reduce fear, build trust, and spread practical examples 
across teams. 

• Lessons from pilots are translated into updated playbooks, manager guidance, training, and 
adoption practices.

 



22  | Permission to Bloom | Copyright 2026

Conversation Guide for Leaders

 
	   LEARNING AND STORY CAPTURE

• What do we want teams to notice, document, and share as they experiment with AI, so their 
learning strengthens the whole organization?

• Who owns the capture, distribution, feedback, and integration of this learning across the adoption? 

• What peer stories, use-case snapshots, ambassador examples, or team reflections would help 
others see what is possible?

• How will we know whether these stories and learning loops are changing confidence, behavior, 
adoption quality, or team capability? 

	  CULTURE

• How does this AI effort support our mission?

• What story are people telling themselves 
about AI here?

• Where might fear or uncertainty be present?

• How are we inviting employee voice?

• What support do managers need?

• How is team energy right now? 

	  PROCESS

• Where does this use case enter the real flow 
of work?

• What decisions, handoffs, or reviews will 
change?

• Where is human judgment essential?

• What new work will AI create?

• What work might AI reduce?

• Which process issues should be addressed 
before scaling? 

	  TECHNOLOGY

• What problem are we solving?

• What value matters most?

• What data and systems are required?

• Is this a build, buy, or partner decision?

• Are we building capability or only buying 
access?

• What training and playbooks are needed? 

	  GOVERNANCE

• Who owns this use case?

• Who owns risk and review?

• What can AI assist with, recommend, or never 
decide?

• What happens when something goes wrong?

• How will we learn from this pilot or rollout?

• What metrics will tell us if this is working?

Opening question: What challenges and opportunities matter 
most right now, and where might AI help us create value while 
strengthening the team system needed to deliver it?
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Where Permission to Bloom Can Help
Permission to Bloom helps leaders execute what matters most by preparing the human infrastructure 
for adoption of AI, avoiding costly pitfalls, and turning isolated experimentation into shared 
organizational capability.

For AI adoption, this may include: 

• Assessing team readiness, capacity, and team energy

• Facilitating leadership and board-level alignment conversations across culture, process, 	  
technology, and governance

• Mapping the human side of AI adoption

• Clarifying ownership, roles, decision rights, and accountability

• Supporting cross-functional conversations between technology, people, operations, legal, finance, 	
and business leaders

• Designing story and learning systems that capture team learning, practical use cases, human 
experience, adoption barriers, and emerging insights, then connect them back into manager 
support, communications, training, governance, and continuous improvement

• Helping teams identify where AI can support meaningful business value

• Strengthening trust, communication, psychological safety, and alignment before, during, and  
after adoption

• Developing metrics that track business value, human readiness, governance risk, and learning  
over time

The goal is not to slow AI adoption down. 
The goal is to help leaders create the conditions for AI adoption to succeed.

When teams are clear, connected, trusted, and supported, they are better able to use new technology 
in ways that strengthen performance, mission, and human contribution. 
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CLOSING THOUGHT

AI will continue to change how work gets done. 
The organizations that benefit most will not only be 
the ones with the best tools. They will be the ones 
that prepare their people, teams, and operating 
systems to learn, adapt, and lead through change. 
The learning that happens along the way is part of 
the asset, if leaders build the channels to capture it.

AI may provide the uplift. Human infrastructure 
determines whether the organization can hold it.

Contact Information
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