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Al Adoption
in Organizations,
Grigory Oster Style

Bad advice for those who want to spend the budget
and change nothing
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Bad advice teaches

by contrast

Bad advice

An absurd fip

Catastrophe

Uhat came of it

How to read this book

The lescon
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Vou learn é_y contract

That is how I learned to do thinge right as a kid



Al adoption repeats

digital transformation
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0 0 Nine pieces of bad advice
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A business card first,
Nnot a process
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Chief Artificial Intefligence Officer
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Roadmap to 2030

Not with:
=] ——— — LLM, analytics
The al hurfe J Th neck h 1me ga? \ and cultvre Synergy




Bad advice #2

Less understanding,
bigger budget

Which procecs?
Which metric?
Which integration?
Who is accountable?

understanding |00 0000, 7

A emall budget forces awkward questions



Bad advice #2

The feeling of
motion beats motion

consultants

laptop stickers

licenges
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facilitatore

What matters is the feefling that work is in full swing



Put Al on a separate island T

1. Process: unchanged 1
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Nobody ctops anybody from changing nothing



Bad advice #4

Promise broadly:
harder to check
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within ¢ix months:

-80% routine work decisions 10x faster

no lost knowledge expertise for everyone

personalized customer experience

Specifice: the firct enemy of corporate poetry



Throw a festival

without data access
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AL Week

AL Day
Hackathon

Every employee is
a bit of a prompt engineer
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two days inventing chatbots
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Chatbots for processec they had never really seen




Collect 142 use
cases company-wide
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A hundred and forty-two: not a bad start
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Bad advice #5

1

EEp—



Bad advice #5

Of 142 use cases,
90 are duplicates

—

duplicate each other
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end To end

More cards, more maturity



Bad advice #6

Don’t touch the foundation
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This work rarely gets you invited fo cpeak at conferences




Bad advice #6

Spread Al on top like mayonnaise
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Add an AI assistant Bad advice #6 in practice
mid-queue
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back to the employee: the client uses another appendix form



S days - 5 days, but with Al

Before

Bad advice #6 in practice
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15 days

A beavtiful, modern, high-tech resuft



Bad advice #7

Measure activity, not impact

A (A

licenses bought pilote launched employees fraimed

A LA

prompts written ‘agent” at the quarterly review
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The matvre metfrics of a cufting-edge fransformation



So far Al has
mostly added work
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explain why the answer
can't g0 fo the client

write the prompt

check the answer

rewrite the answer

Bad advice #7



Talk AI, Bad advice #8
pay for manual control
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managers’ bonuses for:

AI ctrategy
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® delegating to the machine number of approvals manual control of every ctep
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personal involvement in everything heroic firefighting




Bad advice #8

Love Al on slides,
hide your tasks
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In precentations | In real life
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ctatus + bonus - feeling needed

A fine balance of innovation and self-preservation



No results? Just
a valuable stage

Early adoption stage

culfure must mafuvre

A platform —

‘orchectration of

enterprise agents”

!

A bigger budget

a year [ater
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Rectructure

the AL office .

l

/ New program

head

One more manifecto

Bad advice #9



1 0 The inconvenient truth

The board quietly asks: where is the impact?
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At best, Al speeds up drafts

IF you still have:
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Al i¢ not a magic glaze for an old organization

The moral
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What failed was spreading AT over the old order



This technology isn’t bought;
iIt’s called reform

 licences
N/ platforme

N workchope

L] reform

Bought

/ consultants

Reform changes:

how people

how decisione

work are made
how accountability how reculfs
ic chared are achieved

m— |

Process: changing

The moral



Start with the
process that hurts

Answers at the back

| y | Theprocess that hurte

e i bottleneck - where does time go?

'E 4(2 E i Ack the awbward questions

e e e A Uhich prace;’r? Metric? In tegmt:‘ah? Who is accountable?
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e — + contract: 2 h —» 20 min




Answers at the back

Measure impact, not activity

eycle time error rate cost per operation
cusfomer responce speed manual tasks that disappeared work the feam stopped doing

Instead of licenses, pilote and prompts written



To stay out of this book

* “From Classic PDLC to Al-Native Development”
* “From Al-Native Development to Al-Native Organization™

= Grigory Oster — "Bad Advice”
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Bad Advice on AI

Thank You!

For more materials on this topic, visit the “Book Cube” channel —

all links are collected there

Alexander Polomodov

Technical Director & Fellow,
T-Technologies @Book_Cube




