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WHY THIS MATTERS

No technology has changed

how we work as fast, or as

deeply, as AI, and it's still

speeding up.

A tool that helps with a small part of someone's job one month can be

working alongside them the next, doing the whole job the month after,

then running in many copies at once. We've watched this play out again

and again, and the gap between the organisations that keep pace and

the ones that don't is widening fast.

You can't buy your way across that gap, and you can't mandate it.

Licences get assigned and training gets attended, but how people work

barely changes. What closes it is a shift in culture across the whole

organisation: people experimenting, sharing what works, and

genuinely changing how they work, then doing it again as the tools

move on. This playbook is the system we use to make that happen.
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How a rollout works

A great AI rollout runs as a journey, in four phases:

01 Prepare lay the foundations and stand up the people who'll drive it.

02 Prime ready your champions and the ground before you go wide.

03 Accelerate bring the whole organisation up at once, in a focused few weeks.

04 Sustain keep it alive and let it deepen until it's simply how you work.

Across all four, you're building the same eight pillars, the capabilities that make adoption stick,

and it takes a small cast of key players, each with a crucial part. Both run through every phase.
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THE ROLLOUT, END TO END

Prepare Prime Accelerate Sustain

ORIENTATION / TIMELINE 03 / 41

01

1-2 WEEKS

02

4 WEEKS

03

4-6 WEEKS

04

ONGOING

0 2 6 12 ongoing →
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The eight pillars

Every rollout is built on the same eight capabilities. They're the dials you're always

turning: set up in Prepare, advanced through the accelerator, kept healthy in Sustain.

01 Leadership sponsorship

visible, active backing from the top.

02 Program ownership

a dedicated owner who drives the whole thing.

03 Champion network

the people who spread adoption from inside teams.

04 Policies & guardrails

clear, simple rules that make AI safe to use.

05 Right-fit tooling

the right tools matched to the work, and kept current.

06 Learning & development

accessible ways for everyone to build skills.

07 Communities & momentum

the spaces and events that keep energy high.

08 Measurement & impact

tracking adoption, and proving it's working.

Sponsorship and clear guardrails come first; nothing else holds without them.
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The players

A rollout takes a small cast, each with a part to play:

01 Executive sponsor

the visible backing, the budget and the air cover.

02 DRI / Head Champion

owns the program day to day and drives the change.

03 Champion

the trusted colleague who brings their team along.

04 Team leader

protects their team's time and backs their champion.

05 IT

shapes the tooling and guardrails, and keeps access

moving.

Two of these you create for the rollout, the DRI and the champions; the rest already hold roles

in your organisation, and all stay involved across the journey.
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P H A S E  0 1  /  0 4

Prepare
Lay the foundations and stand up the people who'll

drive it.

01 Set the direction 02 Ready the environment

03 Appoint your owner and champions
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Adoption is a change in how people work, and people only change

when the conditions are right: a reason that genuinely matters to

them, leaders who visibly mean it, clear rules about what they can

and can't try, and someone whose job it is to drive it. None of that

appears on launch day. Where it's missing, people try the tools

once and slip back into how they worked last week, and the

energy of a launch fades with nothing beneath it. Where it's there,

the same launch catches and keeps building. None of that work is

visible from the outside, and it's done long before the launch it

makes possible.

PREPARE PRIME ACCELERATE SUSTAIN
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1.1

Define your AI strategy and narrative

Leadership sponsorship Exec DRI

Buying the tools is the easy part, and on its own it changes nothing. AI only

pays off when people genuinely change how they work, and keep changing it

as the tools keep moving. That takes real, ongoing effort, learning,

experimenting, rebuilding workflows, and effort like that can't be mandated.

People put it in when they believe in the why, so when it's clear and feels like

theirs, they become the rollout's biggest force. Start here: get clear on what

AI is for in your organisation, and the story you'll tell about it.

Know your why. Organisations adopt AI for all sorts of reasons: to scale without adding

headcount, to free people from tedious work, to lift quality, to keep their

best people. Any of them works, as long as yours is clear and tied to where

the business is heading. Without that, AI becomes a scatter of disconnected

experiments, and people can feel the difference.

Lead with

mission and

empowerment.

A good narrative gives people two reasons to care: what AI does for the

company, and what it does for them. The company reason is the mission, AI

moving your goals forward, faster. The personal ones matter just as much, so

spell them out. AI can:

Be honest about

how roles will

change.

Don't pretend nothing changes; people can tell, and silence just breeds

anxiety. Be straight that the work will shift, and clear that the plan is to keep

your people and help them grow into what comes next.

DON'T SAY

"Your jobs are safe."

DO SAY

"The work will change, and we'll

help you build the skills to thrive

in what's next."

Some questions for your leadership team to work through:

01 If we don't adopt AI,

02 We believe AI will let us

03 In two years, we want our people to
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make people more capable, so they can take on work that was out of

reach before

take the repetitive, draining tasks off their plate, freeing them for the

work they care about

build skills that keep them valuable as AI becomes part of every role
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1.2

Protect time to experiment

Leadership sponsorship Learning & development Exec

Team Leader

People build intuition for AI only by using it: trying things, getting them

wrong, working out what helps. Go broad before you go deep. Early on, the

win is simply people using AI widely and getting a feel for what it can and

can't do; the deeper automation comes later. So treat that time as part of the

job, and make it safe to fail, since what doesn't work still teaches people what

AI can and can't do.

Saying you encourage it isn't enough, though. A team that's already flat out

won't experiment if it just means more hours on the same workload; they'll

quietly skip it. You have to make real room for it, and there are two ways to

do that, which work best together:

Leaders back this once they see the payoff for themselves, so make that case

to them directly.

don't start with too many or too complex use cases. Start

small, get an early win, and build from there.
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Dedicated, protected time: a regular slot people are expected to use for

learning and trying things.

Team leaders protecting it day to day, treating experimentation as real

work rather than something to squeeze in around the edges. They're the

ones who decide what their people actually have time for.

WATCH OUT
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1.3

Secure executive sponsorship

Leadership sponsorship Exec

You're asking a lot of people: to learn, change how they work, and keep

adapting faster than anything has demanded before. Whether that feels

worth it comes largely from the top. People can tell the difference between a

leader who genuinely believes in this and one who has signed a budget and

called it done, and they respond accordingly. So the sponsor's real job is to

make the commitment visible, and keep it that way.

Back it actively,

not just

financially.

Sponsorship is more than approving spend. It's the visible, ongoing backing

that clears the way: setting the mandate, removing the blockers teams can't

move on their own, and making sure the time and tools are genuinely there.

A sponsor who goes quiet after the kick-off is one of the most common ways

this stalls.

Lead by

example.

Leaders using AI themselves sets the tone better than any announcement.

When the exec team is visibly building, sharing what they tried, and saying

where it helped, people take the whole thing more seriously.

Keep saying why. The sponsor needs to keep connecting AI back to where the company is

going, in all-hands, in updates, and in the everyday, so it stays a live priority

rather than last quarter's initiative.

Give the DRI air

cover.

The person running this day to day, your DRI, will hit walls only leadership

can clear. A direct line to the sponsor, and visible backing when it counts, is

what keeps them moving.

Strong sponsorship invests in the right tools, protects people's time,

experiments alongside everyone else, and keeps the message alive in public.

Weak sponsorship approves the cheapest option, leaves teams to find the

time, goes silent after launch, and treats it as IT's problem.
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1.4

Set your guardrails and policies

Policies & guardrails IT DRI

Without clear guardrails, people are left with a hard choice: avoid the

powerful new tools in case they break a rule they didn't know existed, or

push ahead anyway and risk exposing company data. The first stalls the

experimentation this rollout depends on, and the second creates the very

risk you were trying to avoid.

An over-cautious policy is expensive too. The tools, used well, make people

dramatically more effective, so lock them out with heavy-handed rules and

they'll reach for shadow AI anyway, which is a bigger risk now than ever

because the tools are so good. Aim for policy that keeps people safe and still

lets them move fast.

Vary it by

function, team

and task.

A single broad policy for everyone leaves most of the value on the table,

because AI lands very differently across roles and tasks. Keep one simple,

org-wide rule everyone can hold in their head, a clear tiered view of what's

safe to use with what data, then layer access on top: some teams and roles

need more powerful tools or features, and for the higher-risk ones, ask

people to complete a short training before they're unlocked.

Keep it moving

as fast as AI

does.

A policy you write once and forget is out of date within weeks. Give it and

the approved list a clear owner, and build fast lanes for the things that

matter: quick approvals, and quick ways to trial a tool and judge whether it

earns a place. When the rules lag behind the tools, people miss real gains or

quietly route around you.

Get ahead of

agents and

custom-built

tools.

More of the work is starting to run on its own, through background agents

and through tools your own people build for internal use. That's a huge new

surface for productivity, and for security risk and runaway spend. Build your

policy with it in mind: what it means for your infrastructure, for shadow IT,

and for the training someone needs before they build or run these things.

Make it usable,

and easy to find.

A policy only works if people understand it and can find it. Write it in plain

language, keep it in one place, and make sure anyone can tell what they're

allowed to use and how, even for the public tools you haven't formally vetted.
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1.5

Choose the right tools

Right-fit tooling Leadership sponsorship DRI IT Exec

Which tools you put in whose hands is one of the biggest decisions in the

rollout. Unlike most technology, the right AI tool can make someone ten

times more effective, not ten percent. And which tool is best keeps changing

fast: one that helps a little this month might do the whole task on its own a

few months later. Old approval cycles can't keep up, so by the time a tool

clears a long review, it has changed, pricing included.

Match the tool to

the work, down

to the task.

How much a tool helps varies enormously across functions, roles and even

individual tasks. The aim is to match capability, and therefore cost, to the

leverage of the work. You wouldn't put your most senior person on an

intern's task, but you wouldn't hand your hardest work to an intern either.

Models and tools are the same: use the powerful, pricier ones where the

work is high-leverage, and lighter ones where it isn't.

Mind the pricing,

it keeps

changing.

Pricing models shift constantly. A tool that's per-seat one month can be

usage-based the next; Microsoft 365 Copilot, then the usage-based Copilot

"coworker" on top, is a recent example. Get the fit wrong and you either

overpay for capability people don't need or starve your highest-value work to

save a little. Work out what each role and task actually needs, and let the size

of the impact, small in some places and huge in others, guide where the

budget goes.

Move as fast as

the tools do.

Because capability jumps month to month, a slow approval cycle costs you

twice: it holds up the rollout, and by the time it finishes the tool has moved

on. Keep evaluation quick and hands-on. Pilot with one team, where your

champions are well placed to judge whether it genuinely helps, then scale

what works and keep revisiting as new options appear.
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1.6

Set your baseline and instrument
tracking

Measurement & impact Right-fit tooling DRI IT

Tracking the right things helps you understand where you are on the

adoption journey, what's working, and where to focus next. Set it up before

you start: capture a baseline now, and get clear on what you're hoping to see,

so the picture means something later.

Behaviour: are

people actually

using it?

Set up telemetry from the tools so you can see real usage: active users against

seats (daily, weekly, monthly), activity per user, and which integrations get

used. This is your fastest read on reach, and on whether people are forming a

habit rather than logging in once and drifting off.

Outcome: is it

creating value?

Usage alone doesn't prove much, so track what the tools are actually

producing: the use cases people come to rely on, the assistants and

workflows in active use, and the time saved on real tasks. This is what tells

you the rollout is changing how work gets done.

The capability

survey: what

people can do,

and what they're

really using.

This is our signature baseline, a broad self-reported survey you run at the

start and repeat as you go. Ask about confidence and skill, understanding of

the key concepts, which tools people actually use (approved or not), how

they use them, and a few recent real prompts. It does two things telemetry

can't: it surfaces the shadow AI already in play, and it shows you exactly

where to aim your upskilling.

Set all of this up now, even if lightly, so you have a clear starting line. Then

treat it as a living process: revisit what good looks like, and shift where you

focus as the tracking shows you more.
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SECTION

Appoint your owner and
champions

A rollout asks something of every role: your execs, team leaders

and IT all have a part to play. Two roles, though, exist only

because of the rollout, and they carry much of it: the person who

owns the whole program and drives it forward, and the

champions who spread it through their teams. These are the two

you have to find and set up with real care.

Both. Leadership sets the direction and clears the way; champions create the

pull from inside teams. Lean on only one and it stalls.
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1.7

Directly Responsible Individual (DRI) /
Program owner

Program ownership DRI

Every rollout needs one person who owns it. Your Directly Responsible

Individual (DRI), or program owner, is the one person (or small core team)

accountable for making AI adoption happen. They connect the leadership

vision to what actually changes on the ground, and they drive the change

itself: owning the plan, keeping it moving, shepherding people through it.

Without someone holding that, even a well-funded program slowly drifts.

It's a real role that takes real time, not a side-of-desk task for someone who's

already stretched.

What a great DRI

does.

A great DRI is the connector and the in-house AI expert rolled into one.

They sit between the groups that rarely talk, IT, the champions, the wider

workforce and leadership, keeping them aligned and translating between

them, and they turn a fast, noisy field into clear, practical recommendations.

Day to day, the role is the work of running the program:

An enabler, not a

gatekeeper.

A great DRI is there to scale everyone else and clear the way, not to control

access or become the bottleneck the whole thing routes through. Think

coach, not compliance officer.
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own the program strategy and roadmap

run the champion program and keep it healthy

be the go-to point of contact who steers people to the right champion or

resource

track adoption and report progress to leadership

broker new tools and policy with IT, security and legal

find and broadcast wins so they spread
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1.7

DIRECTLY RESPONSIBLE INDIVIDUAL (DRI) / PROGRAM OWNER /

CONTINUED

A great DRI fast-tracks a sensible tool request, connects a stuck team to the

right champion, and spreads a win from one team to the rest. A struggling

one sits on requests, funnels everything through themselves, and lets good

wins stay buried in one team.

Where to find

one.

A great DRI can come from all sorts of backgrounds, change management,

transformation, L&D or IT, but where they sit matters far less than who they

are. The best are credible across the organisation, curious about AI and quick

to learn, organised enough to run a program, and good with people. It's a

visible role too, at the front of the company's biggest shift, so it's a genuine

career opportunity, which makes a strong candidate easier to attract.

Get them up to

speed first.

The DRI can't lead what they're not yet across. Before they run anything,

invest properly in bringing them up to speed: on AI broadly, and on the

specifics of the program they're about to run.

Does the DRI

need to be

technical?

No. Credibility, curiosity and people skills matter far more than deep

technical skills; they can lean on technical champions and IT for the hard

parts.

Can it be a side-

of-desk role?

Not really. It's a substantial job, and treating it as spare-time work is one of

the surest ways to stall. Give it proper time, or share it across a small core

team.
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1.8

Champions

Champion network Champion

Champions are where adoption actually spreads. People trust a colleague

who's getting real value from AI far more than any message from the top,

and we've seen a strong champion network do more for adoption than any

mandate or all-hands. Aim for at least one in every team.

What they

actually do.

A champion is a great single player, using AI well themselves and constantly

experimenting, and a great multiplayer, pulling their team along by showing

what's possible, sharing what they build in the open, and being the person

colleagues turn to with questions. They also feed the program, telling you

what's working on the ground, where people are stuck, and which tools are

worth backing. The role grows over time: experimenting early on, then

running training and acting as first point of contact during the accelerator,

then leading more advanced work later.

How to choose

them.

Pick for enthusiasm and credibility, not seniority or job title. But enthusiasm

alone isn't enough: the strongest AI user on a team can still be a weak

champion if they won't share what they know or help others. You want a

multiplier, someone who'll bring their team up with them.

The best way to find them is often just to ask. The people who put their

hand up tend to be the ones who genuinely want to help, so be clear about

what they're signing up for: describe what the role really involves, and you'll

attract real champions rather than AI enthusiasts. Usage data can flag power

users worth a tap on the shoulder too, but the open, well-framed ask is what

surfaces the best ones.

AVOID DEFAULTING TO

the most senior person, the

most technical person, the

strongest AI user who won't

bring others along, or anyone

who's simply been assigned the

role.

LOOK FOR

real enthusiasm for AI,

credibility with their peers, a

habit of solving problems, and

a genuine willingness to share

and help.

Be clear about

the role and

what you expect.

Give champions a charter so there's no ambiguity about what the role

involves, and be explicit about what good looks like, so it's a real

commitment rather than a title. Spell out the expectations, for example:
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come to the monthly sync with a read on how they and their team are

using AI, and how the rollout is going

actively help teammates and answer their questions

keep their channel alive across the whole cohort, not just the first month

contribute in the open and help build the culture
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1.8

CHAMPIONS / CONTINUED

Make them feel

how important

they are.

Champions are in a rare position: they can lift a whole team with them and

speed up the entire rollout. If your narrative is strong, this lands easily, they

can see they're at the front of something that matters. Make it real with

recognition:

Back them

properly.

Give them a community and channel of their own so they can swap tips and

back each other up, protected time so this isn't extra load on top of the day

job, and a direct line to the DRI to escalate what they can't solve. And invest

in them as trainers, not only as users (train the trainer), so they can lead

others well.

They're also your

best instrument.

Because champions sit inside the teams, they see things no dashboard will.

Lean on them as your read on what's really happening, and track the signals

of a healthy network: how current they are on AI, how many projects they've

built and shared in public, the anecdotes of them helping others, and their

team leaders' feedback. Thriving, visible champions are usually a leading

sign adoption is working; champions going quiet is your earliest warning

that it isn't.
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shout them out at the kick-off, and keep naming what champions are

doing as you go

give them early access to new tools while you're trialling them, and

genuinely act on their feedback

small touches help too, a badge or some merch that marks them as part of

something
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BY THE END OF PREPARE

You'll have:

01 A clear AI strategy and narrative, with an exec

sponsor visibly behind it.

Leadership sponsorship Exec

02 A DRI appointed and up to speed, owning the

program.

Program ownership DRI

03 A champion cohort identified, formed, and clear on

the role.

Champion network Champion

04 Simple guardrails and a right-fit, approved toolset in

place.

Policies & guardrails Right-fit tooling IT

05 Team leaders on board and ready to protect their

teams' time.

Leadership sponsorship Team Leader

06 A baseline captured and tracking running, ready to

show movement.

Measurement & impact DRI IT
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P H A S E  0 2  /  0 4

Prime
Ready your champions and the ground before you go

wide.

01 Open with an announcement 02 Run the capability survey

03 Prepare your champions 04 Stress-test and refine

05 Prepare the workspace for launch 06 Brief leadership and tailor the accelerator
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PHASE 02 · PRIME / OVERVIEW 21 / 41

It's tempting to throw the doors open the moment the tools are

ready. But a launch only lands when the groundwork is already

done. Before you go wide, ready your champions, take an honest

read of where people are, and iron out the tools and policies, so

when the accelerator begins everything will go smoothly and

everyone can start together.

don't half-launch. Opening everything up and exciting people

now, only to go quiet before the accelerator, spends the momentum you'll want

on launch day.

WATCH OUT

PREPARE PRIME ACCELERATE SUSTAIN
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2.1

Open with an announcement

Leadership sponsorship Exec DRI

Open the month with a short heads-up, not the full launch. Have an exec

explain why the company is doing this and what the next month looks like,

then introduce the champions (and any partner helping you) and the part

they'll play. The ask of everyone else is small: complete the capability survey,

get to know your champion, and feel free to look around the platform and its

learning resources. Be clear the real start is still to come, so people know

what's happening without feeling it's already begun.

2.2

Run the capability survey

Measurement & impact DRI Everyone

The survey is how you find out where the organisation really is, rather than

where you assume it is. Send it to everyone and ask about skill and

confidence, which tools they actually use (approved or not), how they use

them, and where they'd like help. Give it a couple of weeks so the answers

are honest and considered. What comes back sets the accelerator's focus,

shapes the workshops, and becomes the baseline you measure against later.

You built this survey in Ready the environment; here it goes to work.
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2.3

Prepare your champions

Champion network Champion DRI

This month is about the role, not the tools. The AI workshops come later, in

the accelerator, where champions take part alongside everyone else.

Through the change-management workshop and some self-serve learning,

get your champions to understand what the role involves, how the

accelerator will run, and what a healthy team looks like, so they can start

reading the signals. Give them a first change-management challenge to build

the habit, like asking their team how they already use AI and bringing back

what they hear, which also makes them the person their team starts coming

to.

Set a light, regular cadence with the DRI: one sync early, once they've started

talking to people, and one near the end, so the DRI hears what they're

learning and can adjust. They're being readied here, not set loose, and

nothing goes public until launch.

2.4

Stress-test and refine

Right-fit tooling Policies & guardrails Champion IT

DRI

Put your champions to work pressure-testing the setup. As they experiment

and hunt for real use cases, they'll hit the rough edges: a tool that won't

connect, a missing connector, an unclear policy, a stalled access request. This

is also when you do the real integration work, wiring the tools into your data,

systems and workflows, since the gaps show up fastest when people actually

use them. Far better to find all this now than on launch day. Feed what they

surface to IT and the DRI, fix it as you go, and have everything solid before

you scale.

PHASE 02 · PRIME 23 / 41

0
1

P
R
E
P
A
R
E

0
2

P
R
I
M
E

0
3

A
C
C
E
L
E
R
A
T
E

0
4

S
U
S
T
A
I
N



2.5

Prepare the workspace for launch

Right-fit tooling Communities & momentum DRI IT

Champion

Don't let the organisation arrive to an empty tool. Use the month to set the

workspace up so people land somewhere ready, with a few things already

useful on day one. Shaped by what your champions are finding, that can

mean:

Get your champions saving their best automations and use cases as they go,

too, so there's real, homegrown work ready to show on launch day, in the

kick-off and in the channels.

2.6

Brief leadership and tailor the
accelerator

Leadership sponsorship Measurement & impact Exec DRI

In the final week, bring the survey results and the champions' read of their

teams to the execs and key stakeholders, so leadership goes into the

accelerator with an honest picture of where the organisation actually stands.

Use it to tailor the accelerator: where to focus, which workshops to run, and

the order you bring teams in. Then confirm everyone knows their part for

launch day, so the big push starts clean.
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Building a handful of genuinely useful, org-wide skills or agents: a brand

tone-of-voice skill, say, or a slide builder preloaded with your internal and

external deck guidelines.

Pulling your shared resources into one easy-to-find place, the brand kit,

key guidelines, common SOPs, so people have something solid to build

their own agents and automations around.

Turning on the right connectors and permissions, and org-wide search if

your tools support it, based on what champions hit in testing, so the tools

come preloaded with real use cases.

Standing up the sharing spaces early in the month: the champions' own

channel, and the space the whole organisation will use to share

experiments once the accelerator begins.
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BY THE END OF PRIME

You'll have:

01 A soft launch behind you, with the exec setting out

the why and the org knowing what's coming.

Leadership sponsorship Exec

02 Capability survey results in, giving you an honest read

of where people are and what the accelerator should

focus on.

Measurement & impact DRI Everyone

03 Champions readied on the role, a first challenge

under their belt, and a light cadence running with the

DRI.

Champion network Champion DRI

04 Tools integrated and the rough edges in tooling and

policy ironed out before launch, not on launch day.

Right-fit tooling Policies & guardrails IT

Champion

05 A workspace people land in that's already useful: a

few org-wide skills, shared resources in one place,

and the sharing channels live.

Right-fit tooling Communities & momentum DRI

IT Champion

06 Leadership briefed on where the org stands, the

accelerator tailored to it, and everyone clear on their

part for launch day.

Leadership sponsorship Measurement & impact Exec

DRI
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P H A S E  0 3  /  0 4

Accelerate
Bring the whole organisation up at once, in a focused

few weeks.

01 Start with a bang 02 Meet everyone at their level

03 Keep the whole organisation moving 04 Manage the change actively

05 End on a high
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These four to six weeks should be the most exciting of the whole

journey. This is the accelerator, a concentrated stretch where the

whole company moves at once, and that shared momentum turns

AI from something a few power users do into simply how the

company works.

You're carrying everyone forward from wherever they're starting. No one

stays on top of AI, it moves too fast for that, so the aim is simple: get

everyone speaking the same language, fluent with the core of their tools, and

excited enough to keep going long after the weeks are over.

WEEK 1

Kick-off. The first foundational workshops begin, and the channels, the

weekly all-hands and office hours all go live. The first weekly challenge

drops.

WEEKS 2–4

Workshops climb the levels, general skills, then tool-specific, then advanced,

with people joining only what's relevant to them. The weekly challenge and

progress track keep everyone moving, the all-hands shares wins, and office

hours runs each week. You're checking in with champions and the DRI

throughout, and adjusting the line-up to what people are asking for.

WEEKS 5–6

The hackathon. Week one is ideation and team-forming; week two is

building, then presentations and a close with prizes. The month ends on a

high, with everyone holding a project they can keep using.

PREPARE PRIME ACCELERATE SUSTAIN
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TIMELINE

WEEK 01 02 03 04 05 06
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Kick-off

Workshops

Hackathon

Learning

Weekly

challenge

All-hands

Office hours

Check-ins
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3.1

Start with a bang

Leadership sponsorship Communities & momentum Exec DRI

The launch sets the tone for the whole month, so make it an event. This is

the one session everyone attends. An exec opens it and makes the case, you

unveil the name you've given the month (an "AI Month" with its own

identity), and you lay out what's ahead: what's expected, the line-up of

sessions, the weekly challenges, and the hackathon to finish. Be clear about

what people should be able to do by the end, and spotlight the champions so

everyone knows who their go-to is. People should leave genuinely excited,

and clear on how to take part.
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3.2

Meet everyone at their level

Learning & development Champion DRI

Hands-on workshops are the heart of the month. People learn a genuinely

new skill by doing, not watching, and the sessions are where a lot of the

excitement comes from. From what we've seen, nothing builds momentum

like a room full of people building together, so run them live and in person

wherever you can.

Pitch each

session to the

right level.

Using the capability survey, run workshops from beginner up to advanced

across the weeks, and point people to the ones that fit them. The line-up

climbs as the month goes on: general skills first, then tool-specific, then

more advanced builds.

a calendar full of irrelevant sessions kills enthusiasm. Better

to under-book someone than waste their time, so never make people sit

through a workshop below their level.

Go small and

specific where it

helps.

Split into smaller or tool-specific groups when the work is high-touch. Lean

on your champions and your change partner to run these: the champion

knows the team's workflows, the partner knows the AI, and the two together

are hard to beat. When a champion hears their team wants a particular

session, make it easy for them to raise it, run it, and rally their team to come.

Tie everything to

real work.

Pitch every session so people leave with something they'll actually use, a

working draft of their own rather than a demo they forget. That take-away is

what turns a workshop into momentum. Pair the live sessions with self-serve

learning so people can go further in their own time.
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3.3

Keep the whole organisation moving

Communities & momentum Learning & development DRI Champion

Workshops are only part of the month. Between them, everyone needs

something to do at their own level, so the energy doesn't dip and no one

feels left out. A few things keep that going:

These are the common places people gather, share and get unstuck. The aim

is simple: wherever someone started, there's always a next thing for them,

and somewhere to share it.

a shared hub where people post their projects and build updates,

browse what others have made, and upvote and comment on them, so the

sharing has a home rather than scattering across chat threads.
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A weekly challenge or project to complete and share, ideally built on their

own work so anyone can take part whatever their starting point, with a

simple progress track alongside it so people can see how far they've come.

A weekly all-hands where people show what they've built and how they're

using AI. Seeing a colleague's win does more than any slide.

Shared channels and a standing weekly office hours, run with your

change partner, where anyone can drop in and ask an expert.
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3.4

Manage the change actively

Measurement & impact Leadership sponsorship DRI Champion

Exec

An accelerator is a living thing, not a fixed plan you run to the end. Steer it

week by week.

Listen, then

adjust.

Your champions and your DRI are your eyes on the ground, so meet them

often, run health checks on the champion network, and survey people after

each workshop. When the same need keeps surfacing, act on it: swap a

session, add one, or run it after the accelerator. Office hours will surface a lot

of this, so keep a running list of what people are asking for.

runs much of this alongside you: the steering, the health checks,

the read on the cohort, and the weekly catch-ups with the DRI.

Bring everyone

along, not just

the keen.

Not everyone moves at the same pace, and that's fine. Resistance is usually

less about the technology than about people worrying they'll be left behind,

so take that seriously and help them see that their experience makes them

more valuable as AI spreads. The aim is for everyone to find their place in

this, the hesitant included.
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3.5

End on a high

Communities & momentum Learning & development Champion DRI

Finish with a hackathon, the moment everything comes together and the

month's energy peaks. Run it over two weeks so people have room to do

something real.

Aim for everyone to take part. You end the month with a wave of real,

working projects, the proof that the whole organisation has moved, and the

start of a culture that carries on long after.
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Week one is for ideas: a kick-off to spark them, time to form teams, and

champions and office hours on hand as people shape what they'll build.

Week two is for building, then a session to finish up and present. Let

people volunteer to show their work, or pre-pick a few standouts, and

give out prizes across a handful of categories (most useful, most creative,

best first-timer, biggest team impact, that kind of thing).
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BY THE END OF ACCELERATE

You'll have:

01 A launch event that set the tone, with the whole

company in one room, genuinely excited and clear on

what's ahead.

Leadership sponsorship Communities & momentum Exec

DRI

02 Everyone met at their level, with tiered workshops

run beginner to advanced, each tied to real work and

paired with self-serve learning.

Learning & development Champion DRI

03 The momentum machinery running: a weekly

challenge and progress track, an all-hands, shared

channels, and standing office hours.

Communities & momentum Learning & development DRI

Champion

04 The accelerator steered week by week off champion

and DRI signals and post-workshop surveys, with the

hesitant brought along too.

Measurement & impact Leadership sponsorship DRI

Champion Exec

05 A hackathon to finish, and a wave of real, working

projects people keep using, the proof the whole

organisation has moved.

Communities & momentum Learning & development

Champion DRI
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P H A S E  0 4  /  0 4

Sustain
Keep it alive and let it deepen until it's simply how you

work.

01 Keep the engine running 02 Never stop learning

03 Build a lasting AI culture 04 Move into advanced use cases and automation

05 Stay ahead of the tools 06 Make it part of the job
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AI keeps speeding up, and the bar for what counts as good rises

with it. Lasting success comes down to one thing: a culture of

learning, experimentation and genuine excitement about AI,

embedded deep enough in how the business runs that the whole

organisation keeps pace as the tools race ahead.
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4.1

Keep the engine running

Program ownership Champion network DRI Champion Exec

The quickest way to lose what you built is to let the program quietly wind

down, so keep it staffed and visible. The DRI keeps owning it, the

champions stay active in their teams, and the channels stay alive with real

conversation. Keep the rhythm of health checks and catch-ups going; it's

how you notice a network going quiet before it fades. And keep your

executives in view, still using AI themselves and still talking about where it's

taking the company, because the moment leadership goes quiet, people read

it as over.

a program rarely dies with a bang, it fades. A quiet channel

and a few skipped check-ins are usually the first signs.

4.2

Never stop learning

Learning & development DRI Everyone

Even your most capable people will be out of date within months, that's just

the pace of the tools, so learning can't be a one-off. Give people access to

high-quality, up-to-date learning resources they can self-serve from any

time, tailored to the tools and the work they actually do. The best of these

are interactive: people learn by applying AI to their own tasks and walk away

with a real use case, which is what makes the time genuinely pay off. Run

workshops on demand when a real need shows up, have the DRI hold

regular drop-in sessions where anyone can bring a question however basic,

and re-run the capability survey now and then to see how far people have

come and where the gaps are now. The message stays the same: there's

always a next thing to learn, and always somewhere to learn it.

a self-serve learning platform with interactive, workspace-

specific courses kept current, where people learn by building something real

and walk away with a use case.
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4.3

Build a lasting AI culture

Communities & momentum Champion DRI

The excitement from the accelerator fades on its own unless you feed it.

Keep celebrating wins out loud, and keep a clear window open onto what

people across the company are building, a colleague's clever use is still the

best advertisement there is. Keep a community going where people share

and help each other, and run a hackathon every so often to re-spark the

energy and surface the next wave of ideas. The aim is for experimentation to

feel normal and shared, not something that happened once in a big month.

4.4

Move into advanced use cases and
automation

Learning & development Right-fit tooling Champion DRI

IT

As fluency spreads, the work shifts from using AI to building with it. Once

the basics are second nature, the bigger gains move to more advanced

ground: custom agents, automations running in the background, whole

workflows rebuilt around AI. Back your most capable people, champions

especially, to go there, give them the room and the tools, and make sure IT

and policy keep pace as the builds get more powerful and start touching real

data and systems. This is where AI shifts from helping people work faster to

changing how the work gets done.

4.5

Stay ahead of the tools

Right-fit tooling Measurement & impact DRI IT Exec

The tools keep racing ahead, so your setup can't stand still. Revisit your

tooling, budgets, spend and access on a regular cadence, and keep asking

whether you're still on the best option for each job, the answer changes

often. As capability climbs, so should your sense of what "good" looks like;

the bar you set six months ago is probably too low now. And keep checking

it's actually paying off: move your measurement on from "are people using

it" toward the real business impact it's creating, so you can see the return and

keep investing with confidence.
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4.6

Make it part of the job

Leadership sponsorship Learning & development Exec DRI

Eventually this stops being a program and becomes simply how you work,

and you can make that real. Build AI fluency into job descriptions and into

how performance is talked about, so it's a genuine expectation rather than a

nice-to-have. Hire for it: look for people who are already AI-native, and get

clear as a leadership team on what that means for each role. And fold it into

onboarding, so everyone who joins from here starts fluent. Once using AI

well is simply part of the job, it's no longer a change you're managing, it's

how the company works.
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BY THE END OF SUSTAIN

You'll have:

01 The program still staffed and visible, with the DRI

owning it, champions active in their teams, channels

alive, and execs still using AI and talking about where

it's taking the company.

Program ownership Champion network DRI

Champion Exec

02 Always-on learning people can self-serve, kept

current and tied to their real work, with drop-ins and

a capability survey re-run now and then to track how

far they've come.

Learning & development DRI Everyone

03 Experimentation that feels normal and shared: wins

celebrated out loud, a living community, and the

occasional hackathon to re-spark it.

Communities & momentum Champion DRI

04 Your most capable people building, not just using,

with custom agents, automations and rebuilt

workflows, and IT and policy keeping pace.

Learning & development Right-fit tooling Champion

DRI IT

05 A setup that keeps moving: tooling, spend and

access revisited on a cadence, the bar for "good"

rising, and measurement shifted onto real business

impact.

Right-fit tooling Measurement & impact DRI IT

Exec

06 AI fluency built into roles, hiring and onboarding, so

it's an expectation rather than a program, simply how

the company works.

Leadership sponsorship Learning & development Exec

DRI
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IN CLOSING

AI will keep moving, and you're

never quite finished keeping

up.

The work is to become an organisation that moves with it, where

learning, sharing and trying things are simply how people work. Once

that's true, whatever comes next is just the next thing you take on,

together.

If you want to chat about AI in your workforce or workflows, contact

us.
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