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The true business value of AI also depends on organisational adaptation
Competitive advantage comes not only from technology, but also from an optimised 
organisational operating model. Technology implementation alone does not deliver 
sustainable results. To adapt successfully to a changing environment, an organisation's 
operating model, roles and culture must evolve as well.

Current Situation

Almost every organisation is implementing or already using AI. Technological adoption is taking place 
across the board, and the direction of travel is becoming increasingly clear: workforce reductions, the 
replacement of human labour, the emergence of hybrid human–AI teams, and ever-accelerating ways 
of working. Organisations are gradually moving beyond the learning and implementation phases of AI 
adoption; however, these efforts have so far been largely focused on the technology itself.

AI implementation, however, fundamentally changes the way organisations operate and, whether 
we like it or not, has a significant impact on organisational performance at a systemic level.

AI-based solutions have spread at such a pace that most organisations have had neither the time nor 
the opportunity to assess and consciously manage their organisational impact before implementation. 
The result is often organisational tension – even when the technological implementation itself appears 
to be successful.

Most organisations today find themselves somewhere between the second and third stages: the 
technology is already in place, but the organisational implications are not yet being addressed in a 
deliberate and structured way. The signs of organisational tension are already beginning to emerge. 
The labour market has become increasingly turbulent, more organisations are eliminating roles, and 
there is growing evidence that these tensions will soon translate into measurable business risks.

Not a new challenge Why address it now?
The challenges associated with organisational change 
are not new. Agile transformations, evolving cyber 
security requirements, and previous culture change 
programmes have all followed the same pattern: 
processes changed, but the other elements of the 
organisation failed to adapt accordingly.

The organisational consequences typically begin to 
surface within 12–18 months: increased employee 
turnover, tensions between teams, uncertainty 
around talent pipelines, role ambiguity, leadership 
uncertainty, and ultimately a decline in delivery 
performance.
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AI implementation will inevitably have organisational consequences. The question is 
whether the organisation is prepared for them or not. Organisations that address these 
challenges now and actively shape the transition will gain a competitive advantage. Those that 
delay action and allow tensions to escalate will eventually face the consequences with greater 
intensity and at a significantly higher cost.
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02 · CHALLENGES

AI adoption today
The pace of technological adoption has been remarkable: the vast majority of organisations are 
already using AI in some form.

However, this pace has not been matched by organisational readiness. Most organisations have 
implemented the tools, but have not adapted their operating model, responsibilities and 
processes accordingly.

The impact is measurable: only a small proportion of organisations achieve the full business benefits 
of AI implementation, while the most successful organisations distinguish themselves by rethinking 
not only the technology, but also the way they operate.

88%
of organisations already use AI in at 

least one business function.

McKinsey, State of AI, 2025

~6%
of organisations report significant 

business (EBIT) impact from AI, where 
this impact can be measured.

McKinsey, State of AI, 2025

2,8x
top-performing organisations are 2.8 
times more likely to redesign the way 

they operate.

McKinsey, State of AI, 2025

According to Deloitte’s 2026 Global Human Capital Trends report, 56% of leaders plan AI 
implementation based solely on business considerations, while only 40% take human factors into 
account at the same time. Furthermore, 34% of organisations believe that their culture actively hinders 
the achievement of AI transformation objectives, and 42% of employees feel that their organisation 
does not assess the impact of AI on people at all.

Deloitte, 2026 Global Human Capital Trends — “From Tensions to Tipping Points”

What happens without deliberate change management?

Role confusion
Employees are unclear about their role, 
responsibilities and decision-making 
authority when working alongside AI.

Flying blind
AI outputs are used without validation, 
creating significant business and 
reputational risk.

Fear and resistance
Fear of job loss and uncertainty 
surrounding the adoption of AI can 
gradually evolve into passive resistance.

Complacency
As teams become increasingly reliant on AI, 
independent critical thinking and soft skills 
gradually weaken.

Leadership blind spot
Leaders lack visibility into what is really 
happening within the organisation and their 
teams, making it difficult to understand the 
team's true capabilities and limitations.

Legacy processes
Organisations continue to rely on legacy 
processes with fewer people and AI support, 
which can ultimately lead to operational chaos.
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This gap is often the result of a leadership decision: AI strategies are primarily designed around 
business objectives, while human and organisational impacts are treated as secondary considerations 
— if they are considered at all. This blind spot has now become a genuine business risk. In 
organisations where culture and ways of working have not adapted to AI, the resulting tensions rarely 
remain hidden for long. Sooner or later, they manifest themselves through increased employee 
turnover, slower decision-making, and declining levels of trust.
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03 · HOW TO PREVENT ORGANISATIONAL TENSIONDURING AI ADOPTION?

The affected areas form an interconnected system

The six elements of organisational performance – processes, roles and responsibilities, IT security, 
values and culture, people and teams, and leadership – function as an interconnected system.

When AI is introduced into one area, its impact almost immediately cascades into the others: a 
new AI-enabled process raises questions about accountability for outcomes; new responsibilities 
require new capabilities from teams; and new ways of working introduce new security and 
compliance considerations.

Despite this, most organisations approach AI implementation in isolation, optimising individual tools 
or processes while leaving the rest of the system unchanged. Role confusion, flying blind and loss of 
control are not caused by AI itself, but by the lack of alignment across these six areas.

The map below is therefore not a task list. Rather, it illustrates the interdependencies between 
the six areas and provides the foundation for determining where development should begin and 
in what sequence it should proceed.

If the organisation fails to address the situation
Accountability boundaries become blurred, role 
confusion emerges, and without clearly defined 
validation checkpoints, business risk increases. Fear and 
uncertainty among employees lead to higher staff 
turnover, while a shrinking junior workforce begins to 
undermine the organisation’s talent pipeline.

If the organisation takes a deliberate approach
Processes and responsibilities evolve alongside AI 
implementation. Validation checkpoints, roles, 
responsibilities and the human–AI relationship are clearly 
defined. Critical capabilities are identified, and a 
sustainable operating model is established through 
deliberate workforce and talent pipeline planning.
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The six areas at a glance
Processes & AI Interaction – Defines where AI enters the 
workflow and where human decision-making and approval 
remain necessary. Without clearly defined validation 
checkpoints, AI-generated outputs can become embedded in 
day-to-day operations unnoticed, with errors only being 
discovered when they have become costly to correct.

Roles & Responsibilities – Clarifies who uses AI, who validates 
its outputs, and who remains accountable for AI-supported 
work. If these responsibilities are not clearly defined and 
assigned, the organisation is exposed to increased business 
risk.

IT Security & Compliance – Defines what data may be 
entered into AI-based tools, where that data is stored, and who 
is permitted to access it. It also establishes the framework for 
AI governance and regulatory compliance.

Values & Culture – Defines the principles that guide how 
the organisation adopts, uses and expands AI, and clarifies 
the role of people within that framework. It provides the 
foundation for internal communication and organisational 
expectations. Without it, individuals are left to decide for 
themselves what constitutes acceptable use of AI.

People & Teams – Defines the capabilities employees need to 
work effectively alongside AI, how hybrid human–AI teams 
should be structured, and how the organisation manages the 
uncertainty and resistance that often accompany the 
transition.

Leaders – Helps leaders understand how to manage hybrid 
human–AI teams: where new control points and feedback 
mechanisms are required, and which decisions should remain 
exclusively under human authority.

AI-
integrated
operation

Processes &
AI-interaction

Roles &
Responsibilities

IT Security
& Compliance
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Teams
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Although these six areas form an interconnected system, organisations do not need to address 
all of them at the same time or with the same level of intensity. Identifying the right starting point 
requires an understanding of how the six areas influence one another.
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04 · SOLUTION

The ProMan Consulting approach
Our organisational and operational development approach begins with a diagnostic assessment that 
identifies where the greatest risks lie and where development efforts should begin.

From there, the work progresses through a series of structured steps focused on a selected area. Based on 
the insights gained, the approach can then be extended to the remaining areas of the organisation.
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What it assesses: the current state of all six areas simultaneously
How: a combination of executive interviews, employee interviews, surveys and 
workshops, providing a holistic organisational view beyond the leadership 
perspective alone.
Why it matters: it helps identify the areas of greatest risk and prioritise where 
development efforts will deliver the greatest impact
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The objective is to create sustainable value through effective collaboration between people and 

AI, supported by continuous refinement and improvement. We recommend identifying development 

priorities and focus areas through the rapid diagnostic assessment, taking into account the 

organisation’s specific characteristics and context. The approach should initially be piloted within a 

selected business unit or team before being scaled more broadly across the organisation.



05 · WHY PROMAN CONSULTING?

Why ProMan Consulting?
Addressing the challenges and implementing the solutions outlined above requires expertise in 
organisational and operational development, project management, and IT security. ProMan Consulting’s 
strength lies in combining these capabilities within a single integrated offering, enabling organisations to 
address both the technological and organisational dimensions of AI adoption.

Project management
Traditional and agile 
methodologies supported by 
portfolio management 
perspective.

Process development
Process analysis, mapping and 
AI-enabled optimization.

Organisational 
development
Roles, organisational structures, 
culture development and 
transformation.

Coaching
Support for leaders and 
teams.

IT security
IT and information security 
governance and risk 
assessment.

Change management
Engagement, communication 
and sustainable change 
adoption.

This combination ensures that AI implementation is not merely a technological change, but a sustainable 
organisational transformation embedded in the way the organisation operates.

Let’s start with a conversation
During a complementary initial consultation, we will discuss where your organisation currently 
stands in its AI adoption journey and explore the key risks and pain points that may arise. Following 
this, if required, we can prepare a fixed-price proposal for the rapid diagnostic assessment with a 
short turnaround time.

Who can benefit from this solution?

promanconsulting.hu
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HR director
If AI implementation is creating uncertainty, 
resistance or retention risks, and there is a need to 
proactively redesign capabilities, roles and talent 
pipeline planning.

Transformation leader
If AI implementation is driving not only 
technological change but also organisational 
transformation, requiring a deliberate redesign of 
the operating model.

COO/CEO
If AI implementation has created a need to 
rethink organisational effectiveness, operating 
models and accountability structures in order to 
achieve sustainable business outcomes.

Head of PMO
If AI is already being used within projects and 
transformation initiatives, but roles, responsibilities 
and delivery processes have not yet been redefined 
to reflect the new way of working.

CIO/CAIO
If an AI strategy or technology implementation is 
already in progress, but the organisation’s 
operating model, governance framework and 
accountability structures have not yet evolved to 
support the change.

Business Unit leader
If teams are already actively using AI, but it 
remains unclear how roles, capability 
requirements and performance expectations will 
evolve.

+36 20 333 0386 info@promanconsulting.hu


