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1. INTRODUCTION

Why Change Management Matters

AI projects fail not because of tech, but because of people. Adoption is the gap between deployment
and value realisation.

70%
transformation failure rate (no engagement)

Value Realisation
is driven by adoption, not just code

Without Change Management:
AI tools sit idle; wasted spend.
Passive-aggressive workarounds.
Negative ROI; business case failure.

With Change Management:
High adoption (80%+).
Enthusiastic Champions.
Cultural shift to "AI-powered."

The AI-Specific Challenge

AI triggers unique fears: Job loss, technology anxiety, trust issues (hallucinations), and ethics. This
playbook provides the strategy to address these head-on.

Integration: Use with Doc 16 (Readiness), Doc 17 (Strategy), and Doc 18 (Operating Model).
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2. STAKEHOLDER ANALYSIS

Stakeholder Mapping Matrix

Map stakeholders by Influence vs Interest.

Low Interest High Interest

High Influence MONITOR
Informal updates; don't over-engage.

MANAGE CLOSELY
Deep engagement; regular 1-on-1s.

Low Influence KEEP INFORMED
General newsletters; intranet.

KEEP SATISFIED
Leverage as early-adopters/enthusiasts.

Stakeholder Positions

OPPONENT: Actively resists. Believes AI causes harm. Strategy: Listen and address directly.
NEUTRAL: Indifferent. Will follow the majority. Strategy: Show tangible, personal wins.
SUPPORTER: Passively positive. Strategy: Activate them into Champions.
CHAMPION: Actively promotes to peers. Strategy: Empower and reward.
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Common Stakeholder Types

Type Typical Concern Engagement Strategy

The Sceptic "Past projects failed; AI is hype." Proof points; Quick Wins; involve in design.

The Threatened "AI will automate my job away." Reframe as augmentation; Training; Career dev.

The Overwhelmed "I'm too busy for more tech." Simplify; save them time immediately.

The Bureaucrat "This violates process X." Show Governance Framework (Doc 1-15).

The Protector "What about bias and ethics?" Ethics review board; Transparency reports.

Stakeholder Engagement Plan Template

Stakeholder: [Name, Role] | Type: [e.g. Sceptic] | Influence: [H/L]
Main Objection: [e.g. Data Privacy]
Mitigation Strategy: [e.g. Dedicated security briefing]
Message: "AI handles the data prep; you keep final authority."
Frequency: [Monthly/Quarterly] | Owner: [CAIO/PM]
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3. RESISTANCE MANAGEMENT

Resistance is rarely about the tech; it is about fear of loss (control, job, or competence).

Key Sources of AI Resistance

Fear of Obsolescence: "Am I still valuable if a machine does part of my job?"
Lack of Trust: Resistance due to AI making mistakes or being a "black box."
Technology Anxiety: Feeling left behind by high-speed developments.
Loss of Autonomy: Feeling that AI is controlling the workflow or micromanaging.

The Resistance Management Framework

SURFACE IT: Use anonymous pulse surveys and "open door" town halls to identify objections
early.
UNDERSTAND IT: Listen for the root cause. Is it fear of the unknown or valid concern about
current tool quality?
ADDRESS IT: Tailor the response. (e.g. for trust issues, show the 'Explainability' Dashboard).
MONITOR IT: Track adoption in resistant departments closely.
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• 
• 
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Addressing the "Fear of Job Loss"

This is the leading cause of AI sabotage. Addressing it requires radical transparency.

Message: "AI handles tasks, not jobs. By automating repetition, we free you for strategy and
creativity."

Evidence: Share stories of roles that evolved after AI implementation (e.g. Customer Service agents
becoming "AI Managers").

Commitment: If the organisation plans for redeployment instead of layoffs, state this clearly and
early.

Resistance Metrics

Metric Target Method

Sentiment Score >70% Positive Quarterly Pulse Surveys

Active Resistance Decreasing Tracking formal complaints/workarounds

Voluntary Adoption >50% Usage logs without mandates
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4. COMMUNICATION PLAN

The AI Story: 3-Act Structure

You need a compelling narrative to align the organisation.

Act 1: The Burning Platform (Why Change?)

"Our competitors are using AI to move 2x faster. If we don't adapt, our manual processes will fail our
customers."

Act 2: The Vision (Where we're going)

"An AI-augmented future where AI handles the drudgery, and you have a Co-pilot for innovation."

Act 3: The Roadmap (How we get there)

"Starting with low-risk pilots. Training for everyone. No one left behind. We iterate together."

Guiding Principles

Frequent: Weekly in change phase; Monthly steady state.
Two-Way: Ensure every broadcast has a Q&A session.
Show, Don't Tell: Demos always beat slides.
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Channels & Frequency

Channel Audience Freq Purpose

Town Halls All Staff Qtrly Vision; Demo; Q&A.

Leader Pack Managers Monthly Tools to cascade news to teams.

Lunch & Learns Enthusiasts Monthly Informal; hand-on exploration.

Intranet Hub All Staff Live FAQs; Use case spotlights.

Handling The "Hard" Questions

Q: "Why are we spending on AI instead of headcount?"
A: "AI makes our current headcount 30% more effective, which is more sustainable for long-term
growth than just adding manual effort."

Q: "What if the AI makes a biased decision?"
A: "We have human-in-the-loop controls and mandatory bias testing for all models before release."
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5. TRAINING & UPSKILLING

4 Levels of AI Literacy

Level Target Focus Method

L1: Awareness 100% of Staff AI terminology; Ethics. Online Module

L2: Users 70% of Staff Tool-specific; Prompting. Workshop

L3: Power Users 10% Staff Advanced workflows. 2-Day Bootcamp

L4: Practitioners Tech Team Building; MLOps. External Certs

Designing Content

Role-Specific: "AI for Finance" is more effective than "GenAI Basics."
Safe Environment: Provide play zones (sandboxes) for practice.
Gamification: Digital badges and recognition for L1-L3 completion.
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Training Delivery Matrix

Self-Paced: L1 awareness. Scalable. Use quiz-based
completion tracking. 

Instructor-Led: L2 tool workshops. Crucial for
handling real-time anxiety. 

The Rollout Roadmap

Leaders (Month 1): C-suite and Managers must model AI usage first.
Champions (Month 2): Train your peer advocates to assist their teams.
Departmental (Month 3-6): Group-by-group tool deployment + L2 training.
Continuous: Monthly newsletters on "New Prompt Techniques."

Success Metric: 100% L1 completion within 90 days. Tied to performance goals.

1. 
2. 
3. 
4. 
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6. AI CHAMPIONS NETWORK

Champions are employees (not necessarily experts) who help peers adopt AI.

Who to Recruit

Target: 5-10% of the organisation. Look for:

Peer Credibility: People others naturally go to for help.
Departmental Diversity: One champion per 20-50 people.
Interest: Those who engaged positively during pilots.

Champion Perks
Advance tool access.
Direct line to AI Team.
Lead role in pilots.
L3 certification.

Rhythm
Monthly Check-ins.
Dedicated Slack channel.
Share success stories.
Surface concerns.

Champions spend 2-4 hours/week on this role.
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7. CULTURE EMBEDDING

Embedding AI into the company DNA requires shifting cultural norms.

Target Behaviours

Experimentation Over Perfection: Reward learning from "failed" models.
The 'Co-pilot' Mindset: Viewing AI as a teammate, not a rival.
Continuous Curiosity: Expecting employees to iterate their prompted workflows monthly.
Responsible by Design: Stopping work if bias is suspected, regardless of deadlines.

Embedding Rituals

AI Moment: Every team meeting starts with 1 AI tip/learning.
Demo Days: Teams showcase how they shaved hours off a process.
CEO Spotlight: Leader highlights the "AI Story of the Month."
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8. ADOPTION METRICS

Use this dashboard to track the health of your AI transformation.

Awareness
% Completed L1 training.
% Staff name 3 AI goals.

Usage
Active weekly users.
Task abandonment rate.

Sentiment
"AI makes my job easier."
"I feel supported."

Value (Doc 21)
Hours saved.
Error rate reduction.

Adoption Targets

0-3 Months: Training focus (80% Awareness completion).
3-6 Months: Usage focus (40% Active Daily Users).
12 Months: Value focus (Measurable ROI on 5+ use cases).

AI Change Management & Adoption Playbook
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