
The Human Side of AI
Adoption: A Collective Story of
Readiness, Culture, and
Leadership

What Leaders Across All Sectors
Revealed About How They are Handling
AI Adoption

November 2025

Prepared by

Kathy Jourdain, MBA & Jerry Nagel, PhD



The Human Side of AI Adoption: Overview and

Thank You’s

Artificial intelligence is not a distant trend. It is a daily
workplace reality that is reshaping how organizations think,
plan, and relate to their people. During October 2025, Jerry
Nagel and Kathy Jourdain spoke with dozens of executives,
consultants, entrepreneurs and public sector leaders about
their real-world experiences with AI adoption and application.
Their insights are wide-ranging, informative, and practical. 

We are deeply grateful to each individual who took the time to
speak with us, sharing how they are exploring, learning and
innovating with a broad spectrum of AI and identifying the
guidance, guardrails and policies they have put in place. All
while highlighting the importance of staying adaptable to the
continual evolution of AI. 

The content of this summary report and our November 2025
webinar: Leaders Reveal How They've Been Navigating AI
Adoption, is rooted in these real-world experiences and the
conversations we hosted.

Across industries, we heard the same story - a mix of
optimism and caution and an invitation to curiosity and
exploration rather than getting caught up in the hype and
latest apocalyptic predictions.

From these conversations, we identified and developed a 3-
point roadmap to help leaders navigate AI adoption through
the lens of a Healthy Workplace Culture and Worldview
Intelligence. The 3 points are: 1) Foundational Readiness, 2)
Cultivating an AI-Ready Culture, and 3) Strategic Deployment
and Governance. Together, they form a foundation for
navigating the technological shifts AND the profound cultural
transformation underway. Each is explored in-depth in this
report.

Two other things we heard. Every leader we spoke with was
adamant that adopting AI is not about replacing people but
about augmenting their skills and freeing up their time to do
higher-value work – more rewarding for people individually and
with a higher return for teams and organizations. 



And, to gain the most benefit of the investment in AI, a
commiserate investment in people development, including
human-centered change management practices, is essential.
Many noted that the investment in change management is
currently underfunded, yet critical to contributing to and
sustaining a Healthy Workplace Culture. 

This is exactly the impetus that led to our inquiry about where
AI adoption meets Workplace Culture. This includes: 1) how to
ensure the right leadership is in place, 2) psychological safety
and belonging is practiced, 3) communication is clear and
transparent, 4) employees are engaged in the roll out of AI,
and 5) metrics substantiate investments made. 

For every organization that is doing it well, each of these
components of a Healthy Workplace Culture are attended to
and these organizations clearly have a competitive advantage
compared to organizations that do not yet have clear
practices and policies related to AI adoption.
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Introduction

Across dozens of conversations with executives, consultants, government leaders, non-profit
directors, and entrepreneurs, in small to mid-sized organizations, a rich mosaic of insight and
worldview perspectives has emerged about what it means to bring artificial intelligence into the
workplace. These insights align with the emphasis that Worldview Intelligence has been putting on
the importance of a Healthy Workplace Culture. The results point out the value of the 5 components
essential to a healthy workplace.

While organizations stand at different points on their AI journey, they share common questions: How
ready are we? How do we build trust and capability? How do we use AI wisely without losing what makes
us human at work?

Three interwoven themes repeatedly surfaced — Foundational Readiness, Cultivating an AI-Ready
Culture, and Strategic Deployment and Governance. Together, they form a framework for
navigating the technological shift AND the profound cultural transformation underway.
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1. Foundational Readiness: Building the Ground

Beneath the Change

2025 Your firm is

founded

106 Employees

6 Office around

the world

606 Happy clients

For many organizations, the first step toward AI adoption begins not with the technology itself, but with
the groundwork that allows for informed experimentation. Leaders spoke of this stage as laying the
rails while the train is already moving. It is a phase defined by curiosity, uncertainty, and the courage to
start before everything is clear.

Building the ground beneath the change means taking the time to define the purpose, organize
foundational data and, where appropriate, launch pilot projects. This includes identifying clear business
pain points that AI is uniquely suited to solve, while also making a conscious strategic choice about
posture – whether to be a first adopter or a deliberate "follower," which is a prudent approach in risk-
averse environments.

Before deploying complex tools, focus on centralizing and semantically modeling enterprise data. This
creates a reliable, high-integrity knowledge base that will serve as the backbone for any future AI
application. A good start is to create small-scale, controlled pilot projects to test AI's fit, measure its
impact, and build momentum. Forming a working group to oversee a specific pilot is an excellent model.

A “Messy Middle” of Transformation

Executives across industries — from law to utilities, from
non-profits to healthcare — consistently described this
moment in AI’s evolution as a “messy middle”. Like the
early days of the internet or the arrival of smartphones, AI
adoption is both exhilarating and disorienting. Many
described things as fluid and adapting. Leaders recognize
the inevitability of incorporating artificial intelligence into
their workflows, yet wrestle with its pace, ethics, and
implications for people’s work.

In an environmental law organization, leaders are
cautiously piloting AI to help with advocacy and litigation.
Their first challenge isn’t enthusiasm — it’s credibility.
Hallucinated data can derail a case, so they’ve begun
creating bounded data AI systems to ensure reliability.
Similarly, a government director noted that while AI tools
like Microsoft Copilot are in use, their application is
carefully limited to low-risk tasks such as summarizing
emails or drafting reports. Foundational readiness, for
these organizations, means balancing excitement with
accountability.
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Infrastructure and Data: The Invisible Backbone

Leaders in both the private and public sectors emphasized that the success of AI depends less on
dazzling interfaces and more on unglamorous groundwork — data quality, security, and integration.
One COO in the energy sector described AI as “only as smart as the plumbing behind it”. Without clean,
connected data systems, AI cannot function effectively.

Others confirmed this need for technical hygiene: policies for data protection, privacy, and
responsible use must precede widespread deployment. A number of organizations are drafting or
revising their AI policies even as they pilot tools. Yet the challenge is speed — policies written six
months ago can already feel outdated. A legal executive joked that “AI time” moves three times faster
than human time.

Learning Before Leaping

Several CEOs have intentionally created time and space for learning. One mid-sized firm allocates five
hours per week for staff to explore AI tools individually or as teams — not tied to deliverables, but to
collective discovery. This “sandbox” approach lowers the stakes and builds comfort before formal
integration. Another leader called it “permission to play”, recognizing that readiness grows through
experimentation, not just training.

Others are exploring AI readiness assessments, focusing on aligning technology with business
strategy. A consultant serving the non-profit sector advises clients to first centralize and model their
data, then identify specific use cases that genuinely solve problems — rather than “looking for a
problem to fit a shiny new solution”.

In government agencies, readiness also involves public education. Leaders there are grappling with
how to help citizens understand AI’s role in services and decisions. One senior official noted that
digital literacy will soon be as essential as civic literacy, and governments have a duty to prepare their
populations accordingly.
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The Human Foundations of Readiness

Perhaps the most striking insight across sectors is that readiness isn’t purely technical — it’s emotional
and relational. Leaders repeatedly emphasized trust as the foundation of any AI initiative. Without trust
— in leadership, in process, and in one another — people won’t engage meaningfully with new tools.

An executive director in the non-profit space put it simply: “We trust AI, but we verify everything.” That
worldview — cautious optimism rooted in shared values — defines the foundation of successful
adoption.

2. Cultivating an AI-Ready

Culture: Leading Humans

Through Uncertainty
If readiness builds the structure, culture breathes life into it.
The second theme in this collective story is about how
organizations nurture curiosity, manage fear, and keep
humanity at the center of technological transformation. It is
the responsibility of leaders to model the use of AI tools and
to champion and protect dedicated time for teams to learn
and experiment collectively, transforming adoption from a
mandate into a shared commitment. This could include
adopting the practice of AI-forward looking CEOs by allocating
set time (e.g., a specific number of hour per week) for staff to
explore approved AI tools.

Providing formal training and resources to ensure all
employees can use AI effectively and responsibly, regardless
of technical proficiency, significantly increases the likelihood
of effectively leveraging the investment in AI tools. This
signals a commitment to people and is a critical component of
managing change.

In addition, creating forums for open, transparent discussion
about AI is a way of engaging employees in AI adoption. These
forums can be essential to building change coalitions,
addressing concerns, managing expectations, and ensuring
the human element remains at the center of your strategy.

Over and over, leaders told us that a key strategic imperative
is to not view AI as a replacement for human talent, but as a
powerful tool for augmenting and enhancing human
capabilities. AI provides a powerful mechanism to capture,
retain, and disseminate critical institutional knowledge. AI
tools can measurably improve the quality and effectiveness
of an individual's work.
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The Emotional Landscape of Change

Almost every leader acknowledged a mix of excitement and anxiety within their teams. Some
employees are eager to dive in; others fear being replaced or left behind. One HR executive
described “AI anxiety” as the new workplace undercurrent — not always voiced, but deeply felt. She
noted that reassurance alone isn’t enough; people need to see AI framed as a partner, not a threat.

Several leaders have begun addressing this directly through engagement practices like open
conversations, internal workshops, and explicit messaging: AI is here to enhance human capability,
not eliminate it. A recurring insight was that fear diminishes when people have agency and
experience psychological safety — when they can experiment, contribute ideas, and see their
learning valued.

Leadership as Modeling

Culture change starts at the top. Leaders who experiment openly with AI — who share both their
wins and their missteps — send a powerful message that learning is expected, not optional. One
CEO described showing her team an AI-generated email she’d used to handle a difficult
communication. The email, she admitted, was “more effective” than her original draft. Her
transparency supported the potential of the tool.

Similarly, organizations that integrate AI into leadership training report higher comfort levels across
teams. A number of executives are using AI as a learning partner — to analyze data, explore
scenarios, or generate first drafts — and encouraging their managers to do the same. These
examples demonstrate that cultural readiness isn’t about mastering AI; it’s about modeling
openness, humility, and lifelong learning.
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From Fear to Play

An unexpected theme throughout the interviews was playfulness. Some leaders intentionally
introduced AI through informal channels — a “Friday experiment club” or internal challenges to find the
best AI-generated improvement to a process. This playful framing shifts AI from a threat to a tool, from
pressure to possibility.

A government leader described starting with “playful engagement before structured use”, noting that
people are more willing to learn once curiosity replaces fear. Across industries, those who adopted this
worldview perspective reported faster and deeper uptake.

Psychological Safety and Permission to Fail

AI adoption, like any innovation, thrives in cultures where
people feel safe to fail. Leaders who create psychological
safety — where mistakes are shared as learning
opportunities and are not hidden — cultivate
adaptability. As one HR leader put it, “You can’t have
innovation without forgiveness.”

Organizations that lack this safety tend to see “shadow
adoption”, where employees quietly use AI without
approval, leading to ethical and security risks. By
contrast, companies with transparent experimentation
channels can guide learning and manage risks together.

Reskilling and Reinvention

AI readiness isn’t just about new tools; it’s about new
identities. Many leaders acknowledged the coming
transformation of job roles, especially entry-level
positions. Routine administrative work is already being
automated — freeing people for more complex or
creative tasks, but also removing traditional entry points
for young workers.

In response, some organizations are designing reskilling
programs and encouraging employees to explore
adjacent roles. Others are framing prompt engineering
and AI literacy as new foundational skills. An executive in
financial services summarized the shift: “We’re not just
hiring for what people can do — we’re hiring for how they
learn.”
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Human Connection as Competitive Advantage

Even the most AI-forward companies in these interviews recognized one unchanging truth: human
relationships remain at the core of effective organizations. Leaders spoke of empathy, trust, and
communication as the true differentiators in an AI-saturated world.

As one consultant observed, “AI democratizes information, but it elevates judgment.” In other words, as
machines take over routine analysis, the uniquely human skills — emotional intelligence, ethical
reasoning, collaboration — become more valuable than ever.

Many leaders are consciously reinforcing these skills through culture-building practices: regular check-
ins, story-sharing, humor, and celebrating small wins. These seemingly soft practices are, in fact, the
cultural infrastructure of an AI-ready organization.

3. Strategic Deployment and

Governance: From

Experimentation to Ethical

Integration
Once the foundation and culture are in place, organizations
face the third challenge — how to deploy AI strategically,
responsibly, and sustainably. Across interviews, this stage
was characterized by enthusiasm and pragmatism.

From Tools to Strategy

Most organizations are still in what one executive called “the
tactical phase” — using AI for productivity tasks like drafting
emails, summarizing reports, or managing data. Yet a growing
number are shifting toward strategic integration, embedding
AI into business models, customer service, or research
operations.

A utilities executive described implementing AI in call centers
to speed content retrieval and support employees, while also
piloting AI in regulatory research. Another company in food
safety uses AI to capture institutional knowledge before
senior experts retire, turning tacit expertise into searchable
systems. These initiatives show AI’s potential not just for
efficiency, but for organizational memory — preserving
wisdom that might otherwise disappear.
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Guardrails and Governance

With opportunity comes risk. Leaders were acutely aware of the ethical, legal, and reputational
stakes of AI. Concerns about privacy, data security, and bias surfaced in nearly every conversation.
A CEO in healthcare underscored the need for “real ethical guardrails,” especially where biased data
could reinforce inequities.

Many organizations are now drafting AI policies, often modeled after social media or cybersecurity
guidelines. These policies address issues like acceptable use, data ownership, and verification
protocols. However, most leaders admitted that policies alone are insufficient; what matters is
living governance — ongoing dialogue, monitoring, and adaptation as the technology evolves.

In government, officials are taking a step further by developing frameworks for ethical AI use,
emphasizing transparency, inclusivity, and accountability. They see their role not only as regulators
but as educators and stewards of digital trust.

Balancing Innovation and Risk

One of the most consistent patterns across industries is a measured approach — leaders are
neither blindly adopting nor outright rejecting AI. They are balancing innovation with risk
management.

Some described themselves as “fast followers”, choosing to observe early adopters before scaling
their own implementations. This pragmatic patience allows time for policy, ethics, and
infrastructure to catch up to innovation. A utilities executive put it succinctly: “We don’t need to be
first — we just need to be ready when it matters.”
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The Role of Leadership in Strategic Integration

In successful cases, leaders link AI initiatives directly to business outcomes and human values.
They emphasize why the organization is adopting AI — not just what it will do. This alignment
between purpose and technology creates coherence and motivation across teams.

Executives who connect AI to their company’s mission — whether improving patient care,
protecting the environment, or empowering communities — find that employees engage more
willingly.  Purpose becomes the bridge between innovation and identity.

Ethics, Empathy, and the Future of Work

Beyond the operational and policy aspects, leaders are grappling with deeper ethical questions.
How do we ensure fairness, equity, and environmental responsibility in AI systems? How do we
maintain human oversight in decisions that affect lives and livelihoods?

Several interviewees warned against “outsourcing moral judgment to machines”. They argued that
while AI can process vast data, it lacks context, compassion, and conscience — qualities that must
remain human responsibilities.

Others noted that as AI becomes more embedded in daily work, organizations must explicitly value
discernment — the ability to question outputs, check assumptions, and integrate multiple
perspectives. This is where the concept of Worldview Intelligence — understanding how people
make sense of the world — becomes central. The most effective AI governance, they suggested, is
not purely technical but relational and reflective.
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Measuring What Matters

Strategic deployment also means redefining success.
Traditional metrics like efficiency and cost savings are
expanding to broader indicators: employee confidence,
collaboration, and ethical integrity.

Leaders are beginning to ask not just how fast AI makes
things, but how well it aligns with organizational values and
enhances human potential. Some are developing
dashboards that track both productivity and well-being,
recognizing that a culture of burnout and fear will undermine
even the most sophisticated AI strategy.

Real Use and Strategic Innovation Examples

Across all sectors, organizations are deploying AI to
automate repetitive and time-consuming tasks, unlocking
significant gains in productivity and freeing employees for
higher-value work. Key applications include:

Automating Routine Communications 
AI is being used to handle Level 1 customer support
inquiries and routine outbound sales calls, allowing human
agents to focus on more complex issues.

Streamlining Content Creation
The creation of reports, meeting summaries, and
professional communications, such as difficult emails, can
be dramatically accelerated, improving both speed and
quality.

Accelerating Data Analysis and Research 
Functions from marketing to regulatory affairs are
leveraging AI to process large volumes of data, analyze
sentiment, and conduct research with greater efficiency.

Optimizing Administrative Tasks
HR departments are using AI to handle administrative work,
such as creating initial drafts of job profiles, thereby
streamlining the recruitment process.
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Beyond efficiency, AI has the potential to create new forms of

value and drive strategic innovation. Forward-looking

applications from various industries illustrate this potential:

Precision and Accuracy
In healthcare, AI systems are being used to achieve
unprecedented accuracy in precision surgeries, such as hip
replacements, demonstrating the technology's capacity for
high-stakes, detail-oriented work.

Predictive Capabilities
The food industry is using AI to move from a reactive to a
predictive stance on safety and logistics, developing tools
that can anticipate supply chain issues or contamination
risks before they occur.

Improved Public Services 
Government agencies are exploring AI to improve the
efficiency of 311 call systems and to streamline complex
regulatory research, promising better and faster services
for citizens.

Competitive Intelligence 
In corporate development, AI is being rapidly adopted to
automate high-value strategic tasks like screening
acquisition targets and conducting financial research,
accelerating time-to-market for growth initiatives.
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Taken together, the voices across these interviews paint a vivid picture of an unfolding transformation —
not just technological, but cultural, ethical and philosophical. Organizations are learning that successful AI
adoption depends less on algorithms than on attitudes.

This three-part framework offers a way to navigate this terrain and provides the architecture for the
decisive actions leadership teams can undertake now.

When woven together, these elements create what one interviewee called a learning ecosystem — an
organization capable of evolving as AI evolves.

The Emerging Synthesis: A Human Framework for

AI Adoption

The 3-Point Framework

1 2 3

Strategic Deployment and

Governance  

  Move from scattered
experimentation to coherent

strategy. Align AI use with mission
and vision, establish living

governance systems, and keep
ethics and empathy at the core.

Foundational 

Readiness  

Build a strong base of data
integrity, policy, and shared

understanding before scaling. Use
pilot projects to test ideas and
application. Readiness is both

technical and emotional; it
depends on clarity,

communication, and curiosity.

Cultivating an AI-Ready

Culture 

  Foster a culture of learning, trust,
and curiosity. Normalize

experimentation, failure, and
adaptability. Leadership modeling
and psychological safety are non-

negotiable.
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A Call to Conscious Leadership

Across all these conversations runs a deeper current: a redefinition of what it means to be human at work.
AI challenges the myth of control and invites leaders into a more conscious form of stewardship — one
rooted in humility, curiosity, and care.

Executives are beginning to see that the ultimate measure of AI maturity is not how much technology an
organization uses, but how humanely it is used. The most forward-thinking leaders are those who ask not
just “Can we?” but “Should we?” and “How will this shape who we become?”

In that sense, AI is less a technological revolution than a mirror — reflecting our organizational habits,
values, and aspirations back to us. It reveals where our data is messy, where our communication is weak,
where our cultures are brittle. But it also opens vast new possibilities for creativity, inclusion, and
connection.

As one leader put it, “AI doesn’t make us less human — it calls us to be more human.”

That, perhaps, is the truest foundation of all.

How Worldview Intelligence Helps with AI Adoption

https://www.worldviewprograms.com/program-options-HWPC
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Contact Us to Learn More
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