Why Companies Cannot Afford Unstructured Al Adoption

o

As in my previous article, “Why do 70% initiatives fail to deliver value?” | keep on seeing the feeling
of unsuccess among professionals when they share their experiences with Al use within their
organisations.

Al adoption follows a predictable pattern:

e |[nitial excitement.

Pilot programmes.

Productivity claims (often concentrated in isolated areas).
Then the hard part: integration.

Most transformation programmes fail not because the technology does not work, but because the
operating model was never redesigned.

I have run large-scale migrations, data platform rollouts, and PMO-led change across treasury
systems, regulatory reform, and operational consolidation. Outcomes depended less on tools and
more on role clarity, decision rights, and review mechanisms.

Al does not change this; it makes it even more necessary.

The Execution Gap

Research shows value comes from process redesign, not tool layering. Yet most organisations are
buying software and leaving workflows untouched.

The result is predictable:

e Al sits alongside existing processes.

e Outputs are faster but disconnected or inconsistent.

Quality degrades because review steps were not redesigned.

e Accountability becomes unclear because roles were not redefined.

Buying “Al solutions” is easy. Redesigning workflows, defining who reviews what, determining when
escalation occurs, and clarifying where accountability sits is hard.

This matters everywhere. In regulated environments, it creates operational and compliance risk.
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Why This is Different

Al productivity gains are real as individuals with Al tools can match team-level output. This has been
observable across knowledge work, but many companies are not seeing the expected ROI.

Most companies do not operate as “generic knowledge work” environments.

Finance, risk, compliance, and operations operate under controls, accountability, and auditability
requirements. Productivity without structure increases regulatory and operational risk.

e Acredit analyst using Al to draft reports still requires review.
e A compliance officer using Al to flag exceptions still needs judgement.
e Arisk manager using Al to model scenarios still owns the output.

The question should not be whether Al helps. The question is whether the operating model has been
redesigned to accommodate it. There is no gain in having a tool operating in a workflow that was not
designed for it.

The Unstructured Adoption Problem

Most organisations have not done this work, and Al is being used within existing workflows designed
for manual operations. Additionally, review mechanisms have not been updated, escalation paths
remain unclear, and accountability sits in the wrong places or does not exist at all.

This creates exposure.

In transformation programmes, migrations, platform rollouts, regulatory change, | have seen
outcomes depend on governance structure more than technical capability. Tools mattered far less
than how work was organised.

Al accelerates this dependency. It does not remove it.

What You Should Focus On

e Focused and realistic pilots.

e (Clearer ownership of workflows.

Explicit integration of Al into governance, quality control, and escalation paths.
e Not as an afterthought, but as the primary design constraint.

This means:
¢ Defining who reviews Al-generated outputs and under what circumstances.
e Establishing clear escalation triggers when Al recommendations require human judgement.
¢ Documenting accountability for decisions influenced by Al.
¢ Updating audit trails to reflect Al involvement in process steps.

The organisations that layer tools onto broken processes will underperform those that redesign
workflows first.

The Execution Reality
Al changes productivity dynamics. It does not remove the need for disciplined execution.

Organisations that confuse tools with transformation will stall. Those that redesign operating models,
particularly in regulated environments, will outperform.

The gap between adequate and excellent is not technology; it is execution discipline.
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Disclaimer and Disclosure

Third-party Content and Al Assistance: This article references tools and software that are publicly available and
proprietary to their respective creators. The author does not claim ownership or affiliation with these third-party
products. This article was written by the author with assistance from Generative Al Language Models.

Transparency Notice: While every effort has been made to ensure accuracy, readers should verify information
independently and consult official sources or documentation for the mentioned tools and software. The use of Al in
the writing process is disclosed in the interest of transparency, but all opinions and analyses are the author’s own
unless otherwise stated.
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