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EXECUTIVE SUMMARY

Artificial Intelligence is reshaping work across industries, but adoption alone does not
guarantee performance improvement. The cases reviewed indicate that organisations
are more likely to realise measurable value when Al is connected to a defined business
purpose, informed by rigorous performance analysis, embedded in redesigned processes,
supported by capable people and sustained leadership, governed responsibly, and
evaluated through meaningful business and human measures.

Drawing on three case studies and seven comparative profiles, this briefing identifies
recurring benefits in productivity, operational efficiency, decision support, service quality,
risk reduction, and innovation. It also shows that implementation challenges are systemic
rather than purely technical: weak strategic alignment, unreliable or inaccessible data,
legacy integration, insufficient process redesign, limited workforce readiness, unclear
accountability, and narrow measurement can prevent promising pilots from producing
sustainable organisational value.

Mitigation should therefore be designed into the implementation lifecycle. Leaders
should assign accountable owners, confirm the business outcome and baseline, assess
readiness, establish data and security controls, redesign workflows and human oversight,
involve employees early, and use governance gates before piloting, scaling, and continued
operation. Balanced measures should track business, human, technical, and governance
outcomes, with staged scaling, continuous monitoring, and explicit thresholds for
remediation, suspension, rollback, or retirement.

The Al + Human Bridge™ Executive Architecture brings these factors together as a practical
pathway from business purpose and performance diagnosis through systems thinking,
human capability, responsible Al enablement, and continuous measurement. Its central
message is clear: Al is not the destination but an accelerator of human and organisational
performance when strategy, people, processes, data, governance, and measurement are
deliberately aligned.

This briefing examines three organisations in depth and compares seven additional
organisations through a high-level impact summary, using the lenses of:

*  Performance Improvement (HPT)
*  Systems Thinking

*  Human Capability

* Artificial Intelligence

*  Organisational Performance
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EXECUTIVE ARCHITECTURE

The Executive Architecture provides the organising logic for this briefing. It connects
business purpose, performance diagnosis, systems thinking, human capability, Al
enablement, and continuous measurement so that technology decisions remain anchored
in sustainable organisational results.
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CASE STUDY 1 - MICROSOFT

BUSINESS CHALLENGE

Software development cycles were becoming increasingly complex while developer
demand exceeded supply.

Al SOLUTION

GitHub Copilot and Microsoft 365 Copilot

BUSINESS RESULTS

Benefits include:

* Developers complete coding tasks faster.

* Increased productivity for routine development activities.
*  Reduced repetitive work.

*  Faster software delivery.

Research on GitHub Copilot has indicated that participating developers completed a
defined coding task up to 55% faster. Microsoft has also indicated productivity benefits
among employees using Copilot in selected knowledge-work scenarios. These findings
are context-specific and should not be treated as a universal productivity rate.

HPT ANALYSIS

PERFORMANCE GAP

Increase software development productivity.
ROOT CAUSES

*  Repetitive coding
*  Documentation burden
*  Knowledge retrieval delays

INTERVENTION

Al-supported developer assistance.
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BUSINESS OUTCOME

Al assistance enables developers to spend less time on repetitive tasks and more time on
higher-value activities.

SYSTEMS THINKING VIEW
Al affected:

*  Developers

*  Collaboration

*  Knowledge management
*  Software lifecycle

* Innovation capability

LESSONS LEARNED

Microsoft’'s experience illustrates that value depends on redesigning work alongside
deploying technology.

PITFALLS AVOIDED

*  Replacing developers
* Ignoring governance
*  Poor Al adoption

CASE STUDY 2 - UPS

BUSINESS CHALLENGE

Delivery operations generated unnecessary travel distance and fuel costs.

Al SOLUTION

ORION Route Optimisation

BUSINESS RESULTS

UPS has indicated that ORION reduces annual driving distance and fuel consumption
across its delivery network, contributing to lower operating costs and emissions. The next
briefing should state the period, geographic scope, and source for the quantified mileage,
fuel, and cost savings.
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HPT ANALYSIS
PERFORMANCE GAP

Route planning inefficiency.
ROOT CAUSE

Human planning limitations.
INTERVENTION

Al optimisation.
PERFORMANCE OUTCOME

* Lower cost.
*  Higher efficiency.
* Improved customer service.

SYSTEMS THINKING

Al influenced

* Logistics

*  Drivers

*  Fuel consumption

*  Customer delivery

*  Environmental sustainability

LESSONS LEARNED

UPS demonstrates how Al can improve an established process while augmenting, rather
than replacing, the people who operate it.
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CASE STUDY 3 - UNILEVER

BUSINESS CHALLENGE
Recruitment was slow and inconsistent.

Al SOLUTION

*  Digital recruitment.
* Demand forecasting.
*  Supply chain Al.

BUSINESS RESULTS

This briefing outcomes associated with Unilever’s digital recruitment, demand forecasting,
and supply-chain initiatives include shorter recruitment cycles, more consistent candidate
assessment, improved demand planning, and lower inventory costs. The contribution of
Al should be distinguished from the effects of broader process redesign and operating-

model changes.

HPT PERSPECTIVE
PERFORMANCE GAP
Slow talent acquisition.
ROOT CAUSE

Manual assessment.
INTERVENTION
Al-assisted screening.
BUSINESS IMPACT

*  Faster hiring.
»  Better workforce capability.
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The comparative summary also includes seven organisations represented through concise
application-and-impact profiles:

*  Amazon
*  Netflix

* Siemens
*  BMW

*  Shell

CROSS-CASE SYNTHESIS

Across the cases, Al creates value through four recurring mechanisms: automating
repetitive work, improving prediction and decision support, optimising complex
operations, and augmenting professional judgement. The strongest outcomes occur
when organisations pair the technology with process redesign, workforce preparation,
governance, and measures tied to business performance. The cases therefore reinforce
the briefing’s central argument: Al is most effective as part of an integrated performance
system, not as a standalone technology deployment.

COMPARATIVE Al IMPACT SUMMARY

Organisation Al Application Estimated Primary
ROI / Impact Performance
Outcome
Microsoft Copilot Faster software development Productivity
UPS ORION Reduced driving distance, fuel Efficiency

consumption, operating costs, and
emissions, subject to the briefing
period and network scope stated in
the supporting UPS source.

Amazon Logistics Faster fulfilment Customer
Experience
Siemens Predictive Reduced downtime Reliability

Maintenance

Shell Asset Monitoring  Lower maintenance costs Risk Reduction
BMW Visual Inspection  Improved quality Manufacturing
Unilever Recruitment Faster hiring Talent Management
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COMMON SUCCESS FACTORS

Across the cases presented, successful organisations commonly:

»  Started with a business problem.
* Improved a business process.

*  Prepared employees.

*  Built governance.

*  Measured business outcomes.

* Improved continuously.

COMMON PITFALLS

Organisations commonly encounter implementation difficulties when they:

*  Start with technology.

* Ignore systems.

*  Proceed with inadequate or unreliable data.

*  Proceed without sustained leadership sponsorship.
*  Fail to define and track performance measures.

*  Expect immediate returns without allowing time for adoption, process redesign,
and capability development.

*  Treat change management and workforce preparation as secondary activities.
* Replace people rather than augment them.
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Al ADOPTION THROUGH THE LENS OF
SYSTEMS THINKING

%

THE MODEL

A systems approach that aligns strategy,
people, processes and technology to deliver
sustainable performance and lasting impact.

SYSTEMS THINKING PRINCIPLES

O®0OODO

HOLISTIC VIEW
See the big picture and
understand interconnections.

INTERDEPENDENCE

Recognize that change in
one part affects the whole.

LEVERAGE POINTS

Focus on high-impact areas
that drive exponential results.

FEEDBACK & LEARNING

Use feedback loops to adapt,
learn and improve continuously.

SUSTAINABLE IMPACT

Design solutions that create
enduring value.
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ORGANIZATIONAL ALIGNMENT

Unified purpose, strategy
and actions across the
organization.

LEADERSHIP EXCELLENCE

Leaders that inspire agility
and drive meaningful change.

EMPLOYEE ENGAGEMENT

People are motivated to be
active and committed to the
collective goal.

CUSTOMER VALUE

Solutions are designed
around customer needs
and experience.

OPERATIONAL EXCELLENCE
Integrated systems deliver
efficient, consistent and
reliable performance.

INNOVATION

Connected thinking sparks
better ideas and new
possibilities.

SUSTAINABLE GROWTH
Resilient systems enable

long-term value creation

and scalable success.
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Al + HUMAN BRIDGE™
PERFORMANCE INTEGRATION FRAMEWORK

A Continuous Cycle of Insight, Integration and Impact
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Achieve measurable
impact on performance,
growth and value.
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People are empowered

Results are measurable
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Improvement is
continuous
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ISPl PERSPECTIVE

For Performance Improvement professionals, Al should not automatically be treated as
the intervention. Al is one intervention within a broader Human Performance Technology
(HPT) methodology.

The customised HPT process remains:

Understand the system.
Analyse patterns and causes
Design effective solutions.
Align and integrate the system.
Implement and adapt

Evaluate and learn

ok wn =

Al may support one or more interventions, but it does not replace systematic performance
analysis. Effective practice still requires diagnosing root causes, selecting interventions
that address those causes, managing implementation risks, and evaluating whether
business and human outcomes improve.

-

A 1. UNDERSTAND

THE SYSTEM

Map the system, identify
key elements, relationships
and desired outcomes.

6. EVALUATE 2. ANALYSE %
& LEARN PATTERNS & CAUSES\\
Measure impact, |dentify trends, )
capture insights and — root causes and /
embed learning for 000 \ systemic drivers
continuous improvement. (_'(—Y-"‘ /

of performance. /

SUSTAINABLE :
HIGH PERFORMANCE i %

\ F. L
5. IMPLEMENT \ People » Performance = Results 3. DESIGN %
{?"} & ADAPT : EFFECTIVE SOLUTIONS \

\
Q Execute with agility, Co-create solutions

that address root

causes and strengthen

monitor feedback and
the whole system. /

adapt as the system - -
evolves. e, e —
4, ALIGN & INTEGRATE

THE SYSTEM

Align strategy, people,
processes, technology
and culture for coherence
and synergy.
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RECOMMENDATIONS FOR PERFORMANCE
PROFESSIONALS

Performance Improvement practitioners can lead responsible Al-enabled
transformation by:

*  Positioning Al within business strategy ratherthan as a standalone technology
initiative.

*  Applying HPT methodologies to diagnose performance challenges before
recommending Al solutions.

*  UsingSystemsThinkingtounderstandtheinterdependencies between people,
processes, technology, data, culture, and governance.

* Designing Al-enabled interventions that enhance human capability instead of
replacing it.

*  Establishing meaningful performance measures that evaluate business
outcomes, not simply technology usage.

*  Supporting leaders and employees through change management, capability
development, and continuous learning.

* Embedding ethical governance, responsible Al practices, and ongoing
evaluation into every implementation.

RISK MITIGATION STRATEGIES

Organisations can reduce implementation risk by treating each challenge as a managed
workstream with a named owner, defined controls, measurable outcomes, and clear
decision thresholds. The following examples show how these safeguards can work in
practice.

STRATEGIC ALIGNMENT AND OWNERSHIP

Require every proposed use case to state the performance problem, baseline, expected
benefit, risk tolerance, and accountable sponsor. For example, instead of approving
an undefined “Al customer-service project,” approve a pilot aimed at reducing average
response time while maintaining resolution quality and customer satisfaction. The
service executive owns the outcome, the process owner redesigns the workflow, and the
technology team supports delivery.
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DATA QUALITY, PRIVACY, AND SECURITY

Assign a data owner and define minimum quality thresholds before training or configuring
the solution. For example, a recruitment screening tool could be tested for missing fields,
inconsistent job categories, historical bias, and unauthorised personal information before
use. Access could be restricted by role, sensitive fields masked, decisions logged, and
performance reviewed across relevant job groups and stages of the hiring process.

PROCESS REDESIGN AND HUMAN OVERSIGHT

Map the future workflow before deployment and define where people must review, override,
or escalate an Al output. For example, an Al route recommendation may optimise the
planned journey, while the driver retains authority to override it when road closures, safety
concerns, or local conditions make the recommendation unsuitable. Overrides should be
captured and reviewed so recurring exceptions improve the process and the system.

WORKFORCE READINESS AND ADOPTION

Involve representative users during diagnosis, design, testing, and refinement, and
provide learning that matches each role. For example, employees using an Al assistant
could practise verifying outputs, protecting confidential information, and escalating
uncertain cases; managers could learn to monitor quality, workload, and adoption; and
data, technology, risk, and performance specialists could use a shared review process.
Feedback channels and office-hour support can surface problems quickly during the pilot.

GOVERNANCE AND LIFECYCLE CONTROLS

Use documented decision gates before piloting, scaling, and continued operation. For
example, a pre-pilot review could confirm lawful purpose, security, privacy, data suitability,
human oversight, and testing criteria. A pre-scale review could require evidence that
quality, adoption, control effectiveness, and user impact meet agreed thresholds. A
post-deployment review could trigger remediation or suspension when error rates rise,
complaints increase, or operating conditions change.

MEASUREMENT, SCALING, AND CONTINUOUS MONITORING

Agree baselines, targets, owners, review intervals, and stop thresholds before
implementation. For example, a document-review pilot could measure cycle time and cost
alongside accuracy, exception rates, employee workload, user trust, privacy incidents, and
override frequency. The organisation could scale from one team to one business unit
only after the measures remain within threshold for an agreed period, while maintaining
rollback and retirement plans if performance or controls deteriorate.
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RISK MITIGATION ACTION CHECKLIST

*  Confirm the business outcome, baseline, sponsor, owner, scope, and risk
tolerance before approving a use case.

*  Complete readiness assessments for data, technology, process, workforce,
culture, governance, and vendor dependencies.

« Define data quality thresholds, access rights, security requirements, privacy
controls, and monitoring responsibilities.

*  Map the redesigned workflow, including human review points, overrides,
exceptions, decision rights, and escalation routes.

* Involve representative employees and managers in diagnosis, design,
testing, learning, and refinement.

*  Establish pre-pilot, pre-scale, and post-deployment governance gates with
documented approval criteria.

* Assess representative, exceptional, and high-risk scenarios before
deployment.

* Agree business, human, technical, and governance measures, targets,
owners, review intervals, and stop thresholds.

* Scale in stages and maintain rollback, remediation, suspension, and
retirement plans.

* Review performance drift, emerging risks, complaints, adoption, workload,
and capability effects continuously.

IMPLEMENTATION CHALLENGES

Even well-designed Al initiatives can stall when organisational conditions are not ready.
The most significant challenges are rarely technical alone; they arise from the interaction
between strategy, culture, data, processes, people, governance, and measurement. Leaders
should anticipate the following barriers and address them throughout the implementation
lifecycle.

STRATEGIC ALIGNMENT AND USE-CASE SELECTION

Al programmes can become technology-led experiments when the business purpose,
performance gap, and accountable owner are unclear. Poorly selected use cases may
be technically feasible but deliver limited value, create unnecessary risk, or compete
with more urgent priorities. Organisations should therefore define the intended outcome,
baseline performance, decision criteria, and ownership before committing to a solution.
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DATA QUALITY, ACCESS, AND INTEGRATION

Fragmented, incomplete, outdated, or biased data can undermine model performance and
confidence in results. Privacy obligations, restricted access, inconsistent definitions, and
legacy systems may also delay implementation. Data ownership, quality standards, lawful
use, security controls, interoperability, and ongoing monitoring should be established
before piloting and maintained after deployment.

PROCESS REDESIGN AND TECHNICAL INTEGRATION

Al cannot improve performance sustainably if it is layered onto inefficient workflows or
disconnected systems. Integration may require changes to roles, controls, decision rights,
hand-offs, exception handling, infrastructure, and vendor arrangements. Organisations
should redesign the end-to-end work system and test how the intervention operates under
normal, exceptional, and high-risk conditions.

WORKFORCE READINESS AND ADOPTION

Employees may resist Alwhenits purpose, effect onroles, and boundaries of human control
are uncertain. Skills gaps, low trust, inadequate participation, and increased workload
during transition can reduce adoption. Preparation should begin during diagnosis and
include employee involvement, clear communication, role-specific learning, performance
support, and mechanisms for feedback, review, and override.

GOVERNANCE, RISK, AND ACCOUNTABILITY

Unclear accountability can leave important decisions about privacy, fairness, explainability,
security, human oversight, and third-party risk unresolved. Governance should define who
approves, validates, monitors, escalates, pauses, and retires an Al-enabled intervention.
Controls should operate throughout the lifecycle, with documented thresholds for
remediation or suspension when outcomes or safeguards fall below acceptable levels.

MEASUREMENT, SCALING, AND SUSTAINABILITY

Early technical success does not necessarily translate into sustained organisational
value. Weak baselines, unclear attribution, narrow usage metrics, and unrealistic return
expectations can distort decisions. Pilots should measure business, human, technical,
and governance outcomes; scaling should occur only when benefits and controls are
reliable; and deployed systems should be monitored for performance drift, emerging risks,
changing conditions, and capability erosion.
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CONCLUSION

The cases reviewed point to a consistent pattern: Al creates greater value when it is
integrated into a disciplined performance system rather than deployed as a standalone
technology project. Across software development, logistics, recruitment, forecasting,
and other operational contexts, the strongest outcomes are associated with a clear
business purpose, rigorous performance analysis, redesigned processes, capable people,
responsible governance, and meaningful measurement. The same cases also show
that value can be weakened by poor strategic alignment, unreliable data, fragmented
systems, limited workforce readiness, unclear accountability, and premature scaling.
Al's contribution should therefore be assessed—and its risks mitigated—within the wider
organisational system in which it operates.

This is the central premise of the Al + Human Bridge™ Executive Architecture: Al is not
the destination; it is an accelerator of human and organisational performance. Leaders
should begin with a defined business purpose, diagnose the performance gap and its
root causes, assess system readiness, assign accountable owners, strengthen data
and security controls, redesign work and human oversight, prepare the workforce, and
establish lifecycle governance gates. Pilots should be evaluated against agreed business,
human, technical, and governance measures, with staged scaling and explicit thresholds
for remediation, suspension, rollback, or retirement. Organisations that embed these
safeguards and monitor performance, adoption, risk, and capability effects over time
can move beyond isolated experimentation and build the conditions for sustainable high
performance. The decisive question is not whether to adopt Al, but how deliberately the
organisation will align opportunity with accountability, mitigation, and continuous learning.
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SOURCE NOTES

CORE METHODOLOGY AND GOVERNANCE

* ISPIHPT Self-Study Guide — supports the briefing’s Human Performance Technology
process, systemic view, diagnosis, implementation, and evaluation approach.
lispi.org]

* NIST Al Risk Management Framework 1.0 and NIST Al RMF Playbook — support
lifecycle governance, accountability, measurement, monitoring, human oversight, and
risk Case studies

*  Microsoft Work Trend Index: Copilot’s Earliest Users — supports selected knowledge-
work productivity, quality, and time-saving findings. [microsoft.com]

*  UPS ORION and UPSNav release — supports claims that route optimisation reduces
miles, fuel use, and emissions and improves service efficiency. For exact annual
savings, use the relevant dated UPS annual briefing. [about.ups.com],
linvestors.ups.com]

*  Unilever Al-powered supply-chain model — supports forecasting, replenishment,
product availability, inventory optimisation, and reduced manual effort. [unilever.com]

* Unilever Al and workforce capability — supports the briefing’s emphasis on employee
preparation and Al skills. [unilever.com]

COMPARATIVE PROFILES

* Amazon's Al innovations in delivery, forecasting, and robotics — supports the
logistics and fulfilment profile. [aboutamazon.com], [aboutamazon.com]

* Siemens Senseye predictive-maintenance case — supports reduced unplanned
downtime, improved reliability, and proactive maintenance.
[references...iemens.com], [siemens.com)]

*  BMW Al in production quality inspection — supports visual inspection, real-time
deviation detection, quality improvement, and reduced repetitive inspection work.
[bmwgroup.com], [press.bmwgroup.com]

*  Shell's global predictive-maintenance journey — supports asset monitoring, early
failure detection, reliability, and avoided unplanned downtime. [shell.com], [shell.com]
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