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1. INTRODUCTION

Why Change Management Matters
Al projects typically fail due to people-related factors, not technology. Adoption
bridges the gap between deployment and value realisation.

70% — Research by Kotter (Leading Change, 2012) found that approximately 70% of
large-scale organisational transformations fail to achieve their objectives, most
commonly due to insufficient engagement and change leadership, rather than
technical failure.

Value Realisation is driven by adoption, not just code
Without Change Management:

Al tools remain unused, resulting in wasted investment.
Employees may develop passive workarounds.
Negative ROl and failure to achieve the business case.
With Change Management:

Structured change management leads to higher adoption rates. Prosci benchmarking
studies show that such programmes regularly outperform those without formal
change management.

Engaged and driven Champions.

A cultural shift toward an "Al-powered" organisation.

Methodology Foundations

This playbook applies two established change management methodologies in an
integrated way: PROSCI's ADKAR model, which operates at the individual level and
diagnoses which building block of adoption is the primary barrier for each
stakeholder; and MSP (Managing Successful Programmes, 5th Edition), which
provides programme-level governance, benefits realisation management, and
tranche-based delivery discipline. References to both models are signposted
throughout. A summary of ADKAR is provided in Appendix A.
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The Al-Specific Challenge

Al introduces unique concerns, including job loss, technology anxiety, trust issues
(hallucinations), and ethics. This playbook provides the strategy to address these
head-on.

Integration: Use with (Readiness Roadmap), (Strategy), and (Operating Model). This
playbook also integrates with the Al Risk Register and the Al Governance Framework.
Change risk escalation pathways are defined in Section 2 (Programme Governance)
of this document.

2. PROGRAMME GOVERNANCE

Why Governance Matters for Al Change

Al change programmes are as likely to fail due to weak governance as to poor
adoption. Without a designated senior owner, clear accountability, and defined
escalation pathways, resistance cannot be managed, and metrics lack ownership. This
section defines the programme governance structure supporting all other elements
of this playbook, applying MSP principles: Senior Responsible Owner accountability,
Benefits Realisation Management, and tranche-based delivery governance.

The Al Change Programme Governance Structure

Three roles must be formally named before the programme begins:

Senior Responsible Owner (SRO): The board-level individual accountable for the Al
change programme achieving its intended outcomes. Typically, the CAIO, CTO, or
delegated C-suite sponsor. The SRO is not a programme manager; they are
accountable for business value realisation and board-level reporting. (MSP: SRO
accountability)

Programme Director / Al Change Lead: Responsible for day-to-day programme
delivery, stakeholder engagement, and reporting to the SRO. Chairs the monthly
change governance review.

Benefit Owners: Named individuals (typically department heads or function leads)
responsible for realising and evidencing specific benefits defined in the Benefits
Register (Appendix B). Each benefit must have one named owner.
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Escalation Protocol

The following escalation thresholds apply across all sections of this playbook:

Resistance Threshold: If the sentiment score drops below 60% positive in two
consecutive quarterly pulse surveys, escalate formally to the SRO within 10 working
days. A focused action plan must be developed within 20 working days.

Adoption Threshold: If active daily users fall below 30% at the end of Month 6
(Tranche 2 exit gate), initiate a programme-level review before starting Tranche 3.

Benefit At Risk: If a benefit is flagged 'At Risk' in two consecutive Benefits Register
reviews, the Benefit Owner must submit a recovery plan to the Programme Director
within 15 working days.

Tranche Plan Overview (MSP)

This playbook divides delivery into three tranches, each concluding with a formal
decision gate before the next tranche begins. Gate decisions are: proceed, proceed
with conditions, or pause and review.

Tranche 1 (Months 0-3) — Foundation: SRO named, governance structure in place,
ADKAR assessments baseline-measured, 80% L1 training complete, Champions
recruited. Gate exit criteria: all five conditions met.

Tranche 2 (Months 3-6) — Deployment: 40% active daily users, L2 training complete
for all target departments, Benefits Register reviewed with at least 3 benefits
evidenced. Gate exit criteria: all three conditions met.

Tranche 3 (Months 6-12) — Embedding: Measurable ROl on 5+ use cases, sentiment
score sustained above 70%, culture embedding rituals in place across every
department. Gate exit criteria: all three conditions met.
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3. STAKEHOLDER ANALYSIS

Stakeholder Mapping Matrix

Map stakeholders according to their level of influence and interest.

Stakeholder Positions

OPPONENT: Actively resists and believes Al is harmful. Strategy: Listen and address

concerns directly.

NEUTRAL: Indifferent and likely to follow the majority. Strategy: Demonstrate

tangible, personal benefits.

SUPPORTER: Passively positive. Strategy: Encourage and develop into Champions.

CHAMPION: Actively promotes Al to peers. Strategy: Empower and recognise their

contributions.

Common Stakeholder Types

Type Typical Concern Engagement ADKAR Stage Diagnosis
Strategy
The Sceptic "Past projects failed; Al'is | Proof points; Quick Wins; | ADKAR: Awareness / Desire. They
hype." involve in design. may understand the change but

do not yet want it. Strategy: proof
points address Desire, not
Awareness.

The Threatened "Al will automate my job Reframe as ADKAR: Desire. Fear of job loss is

away."

augmentation; Training;
Career dev.

a Desire barrier. Training and
career development address
Knowledge and Ability — but
Desire must come first.

The Overwhelmed

"I'm too busy for more
tech."

Simplify; save them time
immediately.

ADKAR: Knowledge / Ability. They
may have Awareness and Desire
but lack confidence in how to
change. Simplification addresses
Knowledge.

The Bureaucrat

"This violates process X."

Show Governance
Framework

ADKAR: Awareness. Concern
about process violations often
signals that the why has not been
communicated in their language.

The Protector

"What about bias and
ethics?"

Ethics review board;
Transparency reports.

ADKAR: Desire / Knowledge.
Ethics concerns can reflect either
unwillingness (Desire) or
uncertainty about safeguards
(Knowledge). Distinguish before
intervening.
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Stakeholder Engagement Plan Template

1. Stakeholder Name & Role: [Text field]

2. Stakeholder Type: [Sceptic / Threatened / Overwhelmed / Bureaucrat / Protector /
Other]

3. Influence: [High / Medium / Low] | Interest: [High / Medium / Low]
4. Current ADKAR Stage: [Awareness / Desire / Knowledge / Ability / Reinforcement]

5. Primary Concern (in stakeholder's own words): [Text field — do not paraphrase into
a category]

6. Engagement Objective: [What change in ADKAR stage or observable behaviour is
the goal of this engagement?]

7. Tailored Message: [Specific to this stakeholder. Not a generic script.]

8. Engagement Method & Channel: [e.g. 1:1 meeting / workshop / written briefing /
town hall]

9. Frequency: [e.g. Monthly] | Next Action Date: [DD/MM/YYYY]
10. Owner (named individual, not role title): [Name]

11. Success Indicator: [How will you know this engagement has achieved its objective?
What observable change confirms movement to the next ADKAR stage?]

4. RESISTANCE MANAGEMENT

Resistance is rarely about technology; it typically stems from fear of losing control,
job security, or competence.

Key Sources of Al Resistance

Fear of Obsolescence: "Am | still valuable if a machine does part of my job?"
Lack of Trust: Resistance due to Al making mistakes or being a "black box."
Technology Anxiety: Feeling left behind by high-speed developments.

Diminished Autonomy: Feeling that Al is controlling the workflow or micromanaging.
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ADKAR Diagnosis of Resistance

"Resistance in the ADKAR model is not a single phenomenon — it signals which
building block an individual has not yet passed through. Diagnosing the ADKAR stage
before intervening ensures the response is targeted rather than generic."

Resistance at the Awareness stage: 'l don't understand why we are doing this.'
Intervention: targeted communication, not training.

Resistance at Desire stage: 'l understand why, but | don't want to change.’
Intervention: address fear of loss directly; be involved in the design; demonstrate
personal benefit.

Resistance at Knowledge stage: 'l want to, but | don't know how." Intervention: role-
specific training; sandbox environments.

Resistance at Ability stage: 'l know how, but | can't do it consistently.' Intervention:
coaching; Champions support; reduced workload during transition.

Resistance at Reinforcement stage: 'l was doing it, but I've slipped back.' Intervention:
recognition; accountability mechanisms; visible leadership modelling.

Use the ADKAR Assessment Tool (Appendix A) to diagnose the stage before selecting
the intervention.

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 a valid concern
about the current tool quality?

ADDRESS IT: Tailor the response. (e.g. for trust issues, show the 'Explainability’
Dashboard).

MONITOR IT: Track adoption closely in resistant departments.

ESCALATE IT: If active resistance persists beyond one tranche period despite targeted
intervention, escalate formally to the Programme Director. If unresolved at the
Programme Director level, escalate to the SRO within the timelines defined in Section
2.
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Addressing the "Fear of Job Loss"

This is the primary cause of Al-related sabotage. Addressing it requires radical

transparency.

Resistance Metrics

Metric Baseline Measurement Cadence Escalation
Method Trigger
Sentiment Measured via >70% Quarterly Prosci- [Named Quarterly <60% positive
Score pulse survey at | Positive style pulse survey individual] in two
programme (min 5 questions) consecutive
start date. quarters ->
Record % escalate to
positive. SRO
Active Number of Decreasing HR and IT ticket [Named Monthly Any increase
Resistance formal Q-on-Q tracking; individual] Q-on-Q for two
complaints or Programme consecutive
doc Director log periods ->
workarounds at formal
start. intervention
plan required
Voluntary % of target >50% Usage logs without | [Named Monthly <30% at end of
Adoption users accessing mandated access; individual] Tranche 2 ->
voluntarily (no platform analytics programme-
mandate) at level review
Tranche 1. before Tranche
3
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5. COMMUNICATION PLAN

The Al Story: 3-Act Structure

You need a compelling narrative to align the organisation.

Mapping Communications to ADKAR Stages

"Effective change communication is not a one-size-fits-all. The ADKAR model specifies
that the right message depends on which building block the audience needs to move
through. Broadcasting a Vision narrative to someone who has not yet moved past the
Awareness stage will not produce Desire; it will produce confusion. Use the following
ladder to sequence communications:"

Awareness communications: Why are we changing? What is the strategic context?
Channels: All-staff Town Halls; CEO messaging; Intranet Hub. (Act 1: The Burning
Platform)

Desire communications: What is in it for me specifically? What happens to my role?
Channels: Manager cascade (Leader Pack); 1:1 conversations; Lunch & Learns.

Knowledge communications: How do | use this? What training is available? Channels:
L2 Workshops; Intranet FAQs; Champions network.

Ability communications: Where can | practise safely? Who can | ask? Channels:
Sandbox environments; Champions network; Lunch & Learns.

Reinforcement communications: Recognition of adoption; celebration of outcomes;
sustained visibility. Channels: CEO Spotlight; Demo Days; all-staff updates. (Act 2: The
Vision — sustained)

Guiding Principles

1. Frequent: Weekly in the change phase; Monthly in the steady state.
2. Two-Way: Ensure every broadcast has a Q&A session.
3. Show, Don't Tell: Demonstrations are more effective than 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 Al instead of headcount?

A: Al investment is not a headcount substitute; it is a capability investment. Our goal

is to make existing teams more effective and better positioned to meet the demands

of our sector, while freeing up time spent on repetitive tasks for higher-value work.

We are tracking the specific outcomes of this investment against a defined Benefits

Register, which is reviewed quarterly.

Q: What if the Al makes a biased decision?

A: We have human-in-the-loop controls and mandatory bias testing for all models

before release.

6. TRAINING & UPSKILLING

4 Levels of Al Literacy

Level Target Focus Method ADKAR Stage
L1: Awareness 100% of Staff Al terminology; Online Module ADKAR: Awareness. Goal:
Ethics. staff understand why Al is
adopted.
L2: Users 70% of Staff Tool-specific; Workshop ADKAR: Knowledge. Goal:
Prompting. tool-specific knowledge
for daily workflow.
L3: Power Users 10% of Staff Advanced 2-Day Bootcamp ADKAR: Ability. Goal:
workflows. demonstrated capability
to apply advanced
workflows.
L4: Practitioners Tech Team Building; MLOps. External Certs ADKAR: Ability +

Reinforcement. Goal:
technical capability to
sustain programme.
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Designing Content

Role-Specific: Training such as "Al for Finance" is more effective than general courses
like "GenAl Basics."

Safe Environment: Offer sandbox environments for practice.

Gamification: Provide digital badges and recognition for completing L1-L3 training.

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 (MSP Tranche-based)

TRANCHE 1 — Foundation (Months 0-3): SRO and governance structure formally
named and communicated. ADKAR Assessment baseline completed. L1 training
rolled out to 100% of staff. Champions recruited and trained to L3. Decision Gate: all
four criteria met before proceeding to Tranche 2. Gate decision owner: SRO.

TRANCHE 2 — Deployment (Months 3-6): L2 tool-specific training deployed
department by department. Active daily user rate tracked monthly. Benefits Register
reviewed at Month 5. Decision Gate: 40% active daily users; L2 complete for priority
departments; minimum 3 benefits evidenced. Gate decision owner: Programme
Director.

TRANCHE 3 — Embedding (Months 6-12): Culture embedding rituals in place.
Continuous learning cadence (monthly prompt technique updates). L4 external
certification for the tech team. Decision Gate: measurable ROl on 5+ use cases;
sentiment score sustained >70%; embedding rituals active in all departments. Gate
decision owner: SRO.

CONTINUOUS: Monthly 'New Prompt Techniques' newsletter. Quarterly ADKAR
reassessment. Annual Benefits Realisation review presented to the board.
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Success Metrics by Tranche

e Tranche 1: 100% L1 completion within 90 days (tied to Tranche 1 gate).
e Tranche 2: 70% L2 completion among target users by Month 6.
e Tranche 3: 100% L1; 70% L2; 10% L3 completion sustained at 12 months.

Reporting: All metrics tracked in the Benefits Register and reported to the Programme
Director monthly.
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7. Al CHAMPIONS NETWORK

Champions are employees, not necessarily experts, who support their peers in
adopting Al.

Who to Recruit

Target 5-10% of the organisation for recruitment. Seek individuals who demonstrate
the following:

Peer Credibility: People others naturally go to for help.
Departmental Diversity: Aim for one Champion per 20 to 50 employees.

Interest: Prioritise individuals who engaged positively during pilot programmes.

Champions as ADKAR Diagnosticians

"The Champions Network is most effective when Champions are equipped not just to
promote Al adoption, but to diagnose which ADKAR stage a peer is stuck at and
escalate accordingly. AChampion who can identify that a colleague's resistance stems
from Ability (they cannot apply what they have learned) rather than Desire (they do
not want to change) will intervene far more effectively. Champions should be trained
in the ADKAR model (Appendix A) and given the ADKAR Assessment Tool to use
informally with their peers."

Champions should report ADKAR stage patterns in their department to the
Programme Director monthly. This creates a ground-level early warning system that
complements the formal pulse survey data.
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Champion Perks & Rhythm

e Champion Perks:

e Advance tool access.

e Directline to the Al Team.
e Leadrolein pilots.

e L3 certification.

e Rhythm:

e Monthly Check-ins.

e Dedicated Slack channel.
e Share success stories.

e Surface concerns.

e Champions spend 2-4 hours/week on this role.

Governance Reporting

Each Champion reports monthly to the Programme Director via: (1) a brief ADKAR
pattern summary for their department (using the template in Appendix A); and (2)
any escalation flags where individual resistance has not responded to peer-level
intervention. The Programme Director aggregates Champion reports into the
quarterly governance review presented to the SRO.
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8. CULTURE EMBEDDING

Embedding Al into the company DNA requires shifting cultural norms.

Target Behaviours

Experimentation Over Perfection: Reward learning from “failed” models.

The 'Co-pilot' Mindset: Encourage employees to view Al as a teammate rather than a
competitor.

Continuous Curiosity: Encourage employees to regularly iterate on their Al-driven
workflows.

Responsible by Design: Require work to pause if bias is suspected, regardless of
deadlines.

Embedding Rituals

Al Moment: Begin each team meeting with an Al tip or learning.
Demo Days: Teams present how they have improved efficiency through Al.

CEO Spotlight: The CEO highlights the "Al Story of the Month."

Reinforcement: The Most Neglected ADKAR Stage

"In the ADKAR model, Reinforcement is the final and most frequently underinvested
stage. Programmes that deliver Awareness, Desire, Knowledge, and Ability but fail to
sustain Reinforcement see adoption decay, users revert to pre-Al workflows within
weeks of training. The embedding rituals above (Al Moment / Demo Days / CEO
Spotlight) directly address Reinforcement. They must be sustained for a minimum of
12 months before Al usage can be considered culturally embedded."

theo@theodoramonye.com | www.theodoramonye.com | Page 15



@ THEODORA MONYE | Al Governance Advisor

Measuring Culture Shift
Culture shift cannot be declared; it must be demonstrated. The following indicators
confirm that Reinforcement is sustaining behavioural change:

Al Moment adoption rate: % of team meetings that include an Al Moment (tracked via
manager self-report or meeting log sample).

Demo Day participation: Number of teams submitting a Demo Day entry per quarter.
Target: all departments represented within 12 months.

ADKAR Reassessment: Quarterly ADKAR assessment (Appendix A) showing sustained
scores at the Ability and Reinforcement stages across the organisation.

Track these indicators in the Benefits Register (Appendix B) and review them at each
quarterly governance meeting.
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9. ADOPTION METRICS & BENEFITS
REALISATION

This section applies MSP Benefits Realisation Management principles to measuring Al
adoption. Each metric must have an owner, a baseline, and be linked to the formal
Benefits Register (Appendix B). Benefit Owners report metrics to the Programme
Director monthly, who then reports to the SRO quarterly. Metrics lacking a baseline,
owner, or review cadence are aspirations, not measures.

Metric Categories

e Awareness

e % Completed L1 training.

e % Staff name 3 Al goals.

e Owner: [Named individual]

e Baseline: Measured at Tranche 1 start via L1 tracking
e Cadence: Monthly

e Usage

e Active weekly users.

e Task abandonment rate.

e Owner: [Named individual, typically IT/Platform]

e Baseline: Active user count at Tranche 1 start

e Cadence: Monthly via platform analytics

e Sentiment

e "Al makes my job easier."

e "l feel supported.”

e Owner: [Named individual, typically HR/People]

e Baseline: Pulse survey at programme start

e Cadence: Quarterly

e Escalation: <60% positive for two consecutive quarters
e Value

e Hours saved.

e Error rate reduction.

e Owner: [Benefit Owner per use case]

e Baseline: Pre-Al hours/error rate measured before deployment
e Cadence: Quarterly; formal review at each tranche gate

theo@theodoramonye.com | www.theodoramonye.com | Page 17



@ THEODORA MONYE | Al Governance Advisor

Adoption Targets (Tranche-Aligned)
Tranche 1 Gate (Month 3): 80% L1 completion; ADKAR baseline complete; governance
structure confirmed.

Tranche 2 Gate (Month 6): 40% Active Daily Users; L2 complete for target
departments; 3 benefits evidenced.

Tranche 3 Review (Month 12); Measurable ROl on 5+ use cases; sentiment >70%
sustained; culture embedding metrics confirmed.

Note: All targets are reported against baselines in the Benefits Register (Appendix B).
Gate decisions are made by the SRO.
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Appendix A: ADKAR Model, Primer and
Assessment Tool

The ADKAR model was developed by Jeff Hiatt and is published by Prosci Inc. This
summary is for practitioner reference within this toolkit. Source: Hiatt, J.M. (2006).
ADKAR: A Model for Change in Business, Government and our Community. Prosci
Learning Centre Publications.

A.1 — What ADKAR Is

ADKAR is an individual-level change model. It identifies five building blocks that every
person must move through in sequence for a change to succeed. The model's
diagnostic power lies in identifying which building block is the primary barrier, so
interventions are targeted rather than generic.

A — Awareness: Does the person understand why the change is necessary?
D — Desire: Does the person want to participate and support the change?

K — Knowledge: Does the person know how to change (what skills and behaviours
are needed)?

A — Ability: Can the person demonstrate the new skills and behaviours consistently?

R — Reinforcement: Are there mechanisms in place to sustain the change over time?

A.2 — ADKAR Assessment Tool

For use by Champions or Programme Directors with individual team members or as
a pulse survey instrument. Rate each statement 1-5 (1 = strongly disagree; 5 =
strongly agree). The lowest-scoring stage identifies the primary barrier.

AWARENESS: 'l clearly understand why our organisation is adopting Al and what
problem it is solving.' [1-5]

DESIRE: 'l am willing to change the way | work to incorporate Al tools.' [1-5]
KNOWLEDGE: 'l know how to use the Al tools relevant to my role."' [1-5]

ABILITY: 'l can apply Al tools confidently in my daily work without significant difficulty.’
[1-5]

REINFORCEMENT: 'l feel supported and recognised for using Al tools, even when it is
challenging.' [1-5]
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Scoring: Lowest-scoring stage = primary intervention target. Aggregate departmental
scores and report to the Programme Director monthly. Run at Tranche 1 start
(baseline), Month 6, and Month 12.
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Appendix B: Benefits Register

This Benefits Register applies MSP (Managing Successful Programmes, 5th Edition, AXELOS) Benefits Realisation Management
principles. Each benefit must be owned, baselined, and reviewed at each tranche gate.

Benefit
ID

B-001

Benefit
Description

Reduction in
time spent on
manual data
prep in Finance
department

Linked
Programme
Workstream

L2 Training —
Finance; Al tool
deployment —
data prep
workflow

Benefit Owner

[Named
individual/role]

Baseline
Value

Average 6
hours/week
per analyst
(March 2026)

Target
Value &
Date

Reduce to 2
hours/week
by Month 6
(Sept 2026)

Measurement
Method

Analyst time-log
data; platform
usage analytics

Cadence

Quarterly

Status

On Track
/ At Risk /
Realised /
Not
Realised




