THE ARCHITECTURE
OF IMPACT

Transforming Enterprise Al from
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Generative Al has achieved unprecedented reach,
but organizational value remains fiercely concentrated.

The Impact Divergence (BCG 2025 Data)
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Al is a General Purpose Technology

requiring an invisible incubation period
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Treating Al like standard software guarantees
you will stall in the J-Curve dip.

Legacy Tech Deployment Al (GPT) Mindset
- . Primary Investment Focus: Organizational Capital
Primary Investment Focus: Software Procurement & Intangibles
Training Style: Generic Awareness & Navigation Training Style: Role-Specific Workflow Integration
Support Model: Central IT Helpdesk Support Model: Embedded Peer Champions

Process Approach: Fundamentally redesign the

Process Approach: Adapt tool to existing process S

Measurement: Behavioral Change & Business

Measurement: Activity & Completion Rates Outcomes

g
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The Scale Paradox:
Resources buy access, but agility drives daily usage.

+

Adoption Likelihood

L— Median revenue
$2.3B

* 10x higher
R&D

expenses $210M

Adopters Non-Adopters

Large, knowledge-intensive firms deploy
enterprise Al earliest.

- T

Usage Intensity

% Higher weekly output
tokens and messages
per employee.

Smaller Firms Larger Firms r

redesign, achieving denser workforce engagement.

Mid-sized firms experience less friction in workflow | | /
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Al fluency is bleeding up the org chart
from the junior ranks.

Executives/Founders 7\ Cross-Functional Breadth
Top Tier: 9% of active users | Lowest message volume / | _\\

Tech/Engineering: 11%

- 8%
Managers/Directors Analysts: 8%
Middle Tier: Moderate volume Marketing: =

Finance: 5%

[~

Early-Career/T rainees

+8 to 9 more messages per . =
week than the firm average.

Lt

»| Junior workers facing steep learning curves are utilizing Al for high-volume information processing.
Managers must learn to evaluate Al-augmented output, not just manage human effort.
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Distinguishing the long tail of experimentation
from the core engine of work.

A |
Core Engine:
£ ) : | | Documentation,
2 The Long Tail of Experimentation , Technical Writing,
S (Research, Legal, Financial) i Technical Digital Work,
o > | ; Message Drafting
=75 | |
= >
o _-5 i BTt (S5, e o
E QC) .o g @ P “ : ®-e e
— 8L o /9 o o i Broad Utility:
@ e '.. ° '.O,q.':.o,:\’. e g i ® —— Facts &Figures,
s -, To %°® o © = 1 Topic Overviews
B AR = ;
Task Reach

(Percentage of users trying it)

__, | Key Insight: Workers sample Al for dozens of tasks, but deep, transformative
usage quickly concentrates around technical production and complex drafting.
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Mastering the J-Curve requires a continuous Integration Engine, not a one-time rollout.

5. Value Measurement
(Outcome Attribution)

1. Establish Foundations
(PETERA G EN )]

2. Piloting & Learning
(Structured Experimentation)

Successful organizations treat
Al deployment as a living,
| self-improving operational system. |

4. Process Redesign 3. Capability Building
(Workflow Integration) (Contextual Training)
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Useful Al requires permissioned data and business-critical piloting

Data Accessibility Determines Utility Pilot for Learning, Not Just Mitigation
{ )
Layer 1: ) (8 i
Data Ingestion & @ ]—» ;}iéo —>| EQ
Central Preprocessing J
Al Node \ y,
Internal Secure
Compound " | Dats block
Libraries T : ¥ | T e »
£ Layer 2:
£ j Model Testing o~ <
= L = ... . & Validation Rapid
R —= = b dIlEE ¥ EEw oo \ J Iteration
Clinical @) T (@ Internal , 1
Trial Data \ ( Trial Data Layer 3:
High-Value y
Workflow
Isolation
R&D o2 Secure z i =
Archives Data block Evidence: A regional bank tested across 15 distinct teams

(200 employees) to isolate high-value workflows (e.g., 40%
faster customer service response) before full rollout.

Evidence: A global pharma company saw usage jump 5x : — - - - -
only after spending 6 months connecting Al interfaces to Insight: Initial pilot configurations must not be static. Rapid
internal compound libraries and trial data. iteration based on usage patterns is mandatory.
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Generic awareness training fails. Capability building must be contextual and embedded.

A

Stop Doing: Generic Training

|
>
\ E)

Start Doing: Role-Specific Modules / h

Broad prompting tips ge
change.

minimal behavioral

|«

A professional services firm tripled usage rates by building
custom training for specific roles (e.g., RFP drafting for
proposal teams, financial modeling for analysts).

«—— Failed Centralized Structure ———|

The Copilot Champions Network
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Failed Centralized Structure

«—— Successful Distributed Network ——
I
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Power User Finance

Node
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Marketlng

Operahons

/ Power \
User Nod

Successful Distributed Network

Central IT helpdesks cannot
answer workflow-specific Al
questions.

Organizations must identify
power users, train them deeply,
and use them as first-line,
contextual support for their
immediate teams.
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Do not pave the cow path. Redesign the fundamental workflow.

Individual time saved on a task is marginal. Value compounding happens when the sequence of tasks changes.

Before: Standard Sequential Human Process
Task 1 Task 2 Task 3 Task 4 Task 5
(Manual Input) (Review) (Iteration 1) (Refinement) (Final Approval)

After: Dynamic Human+Al Collaborative Loop /\

Al Generates Initial

v Code Scaffolding (Al) ‘\ \ Case Study (Stripe / Code Generation):

PMs Write PMs write denser specs —
Denser Specs .
(Human)

Al generates initial code scaffolding —
Junior Devs Handle__ Rapid teration Junior devs handle harder features

Harder Features "% g Deployment | — Code reviews pivot from syntax

\ F (Human+Al) checking to architecture validation.
Code Reviews Pivot: o e . Knowledge
Syntax to Architecture Capture
(Human+aAl)
Standardization: When a user discovers a 60%
faster Al-assisted contract review process,

convert that tacit knowledge into a standardized

firm-wide template immediately. =3
s "9ard Approyeq

A

J-Curve
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Stop measuring messages sent. Start measuring cycle time and quality.

Activity (Insufficient)

70% active
week.

(Proves a

lon, not va

Outcomes (Essential)

Patient encounter notes dropped from
12 mins to 7 mins.

Note completeness improved 78% to 91%.
Billing compliance flags dropped 40%.

Proving Attribution

Use quasi-experimental rollouts.

A sales team using phased deployment
proved Al-equipped cohorts closed
complex enterprise deals 15% faster than
control groups.

7

Visibility
Establish an "AI Impact Showcase" to

constantly socialize these outcome
narratives to sustain executive support.

/
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Long-term resilience requires intelligent failure and unyielding ethical oversight.

Cultivating Intelligent
Failure

High-value applications (like
Anthropic discovering Al is | 2
better for literature review than ~
automation) only emerge through
abandoned experiments.

/

Organizations must protect
time for exploration without
demanding immediate ROI,
treating failed prompts as
learning data.

Responsible Al &
Human Oversight

Consequential decisions
(healthcare, lending, legal)
cannot be fully automated.

Mandate substantive human-
in-the-loop checkpoints.

Example: Financial institutions
conducting quarterly "AlI equity
reviews" to detect and mitigate bias
in Al-assisted loan processing.

/o/
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The 1:3:5 Investment Rule: The ultimate formula for conquering the J-Curve.
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$5 on Capability & Change.
| : Role-specific training,
- $3 on Process Redesign. || champion networks, human-

'$1on Technology. | Workflow integration, in-the-loop governance,

Procurement,  data infrastructure, continuous learning.
model access standardization.
) {

basic compute.

S e,

Seow

N
N

Most organizations invert this ratio, ovér-indexing on technology while starving the
organizational systems. Access to Al is ubiquitous. The singular differentiator is your
capacity to invest in the human architecture required to extract its value.
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