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60 Executives, 30 Companies,

and One Question

At scale, how to get our teams to improve KPIs 

by reimagining their workflows with AI?  .
“

”



What CIOs and CHROs

are Being Asked to Explain

95%
of enterprise GenAI pilots

how no measurable change in P&L.

Source: MIT NANDA Initiative, State of AI in Business 2025

• Tools are deployed

• Training is complete

• Why is measured 

KPI improvement 

so infrequent?



What the Top 5% of Teams

Are Doing Right 

5%
of enterprise GenAI pilots

show transformative value in P&L.

Source: MIT NANDA Initiative, State of AI in Business 2025

• Tools are deployed

• Training is complete

• Why is measured 

business value 

so infrequent?

WHAT THEY SHARE

A set of five operating 

practices.

In an AI-enabled workflow, the absence of these 

practices doesn’t just slow a team down —

it causes them to predictably fail.



Five Operating Practices

of Successful KPI Improvement

1

Diagnose where 

work stalls

Start from where flow 

breaks — not from where 

AI could theoretically be 

useful.

2

Decompose into 

task units

Decide explicitly which 

tasks are human, which 

are AI-led, and which are 

human-in-the-loop.

3

Redesign roles 

& accountability

Reassign micro-

accountabilities so AI is 

part of the workflow, not a 

tool layered on top of it.

4

Move beyond 

'time saved'

Measure decision quality, 

throughput, error rate —

the things that actually 

move a KPI.

5

Run 30-day 

experiments

Short. Bounded. With 

explicit success criteria. 

Not six-month roadmaps.

These are the practices faculty will help your teams to embed.



The A-I Curve

Points to Three Predictable Gaps

Shared direction, use case clarity, 

experimentation quality, learning cadence

Ability to make AI into durable, metric-

tracked process changes to workflow

STAGE 0
STAGE 1

STAGE 2

STAGE 3

INSTITUTIONALIZATION

(I-Index)

ACTIVATION

(A-Index)

Activation Gap
Team uses AI individually but never coordinates as a 

team. Personal-productivity story; never gets institutional.

Workflow Gap
Team coordinates but layers AI on top of the existing 

process. Six months later, the process looks identical.

Durability Gap
Team redesigns, but the redesign dies when the leader 

changes or a new tool ships. Never instrumented.

1

2

3

WHERE TEAMS FAIL PREDICTABLY



What This Cohort

Is Tracking Towards

MIT NANDA BASELINE

5%
of enterprise teams showing

measurable workflow change

THIS COHORT — INTERIM

70%
tracking toward measurable

workflow change

Same population — enterprise teams.  

Same definition of success — KPI movement plus documented workflow redesign.

5 MONTHS IN  || INTERIM READ



Two Frameworks for Today

Where AI Value

Lives In Your Company

How Teams Move 

from Activity to Impact



Most of the market noise lives at the top and bottom. 

Most of the value capture lives in the middle — at the use case layer.

Personalized 
MarketingSTRATEGIC DOMAINS

KPIs & Value Levers

Use Cases

Components

Data & Tech

INDIVIDUAL USAGE

Companies pick a few Domains. These 

are end-to-end processes or customer 

journeys

Improving sales on 
advertising spend

Each Domain has KPIs that measure 

business outcomes 

Sales opportunity 
identifier

Marketing campaign 
automation

Integrated consumer 
360 profile data

Look-alike model to 
cluster consumers

Propensity scoring 
model to cluster 

consumers
…

Personalized ad content 
recommender

Next best offer 
recommender

A/B testing capabilities 
for campaign 
optimization

…

Reducing cost of 
marketing content

Data
• Point of sale data
• E-commerce data

Tech
• Data mgmt platform
• Email & SMS platform

• Social listening data
• …

• Marketing automation
• …

Meeting Summaries Slide Making Coding Coding

Drafting Emails Research Brainstorming …

Each Use Case addresses a workflow 

(current or future) or process that 

determines the KPI

The Components are assets created, 

leveraged, or re-imagined in support of 

the Use Case

The same Data & Tech can support 

multiple use cases

Employees have ever-expanding 

Individual Usage that completes tasks 

faster and better than before

TEAM-LEVEL USAGE

Where AI Value Lives In Your Company



INDIVIDUAL USAGE
Meeting Summaries Slide Making Coding Coding

Drafting Emails Research Brainstorming …

Most of the market noise lives at the top and bottom. 

Most of the value capture lives in the middle — at the use case layer.

STRATEGIC DOMAINS

KPIs & Value Levers

Use Cases

TEAM-LEVEL USAGE

Personalized 
Marketing

Improving sales on 
advertising spend

Sales opportunity identifier

… …

Supply Chain 
Management

… …

Consumer
Insight

… …

Mktg campaign automation

Ad content generator

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

3-10

15-30

100s-1,000s

of these

of these

of these

10s of 1,000s
of these

Where AI Value Lives In Your Company



Direction is Top-Down.

Value is Captured Bottom-Up.
TOP-DOWN — WHAT YOU CAN DO

McKinsey/Bain/BCG
to help you choose your 3–5 strategic domains

Accenture/Deloitte
to organize your data and tech

Frontier Labs & AI Vendors
to provide components

BOTTOM-UP — WHAT ONLY YOUR EMPLOYEES CAN DO

Redesign the 

500+ use cases.
Where AI moves a KPI, the redesign happens at the 

use-case layer. McKinsey/Bain/BCG/Accenture/Deloitte

can't do it for you.

The companies winning in 2026 understand that distinction

and are investing in team-level AI adoption.



Two Frameworks for Today

Where AI Value

Lives In Your Company

How Teams Move 

from Activity to Impact



Team-level AI initiatives encounter predictable failure modes.

Predictable business impact comes from helping teams navigate past this.

How Teams Move from Activity to Impact



Where Your Teams Are

on the Curve

STAGE 0

Not using as a 

team

Maybe individuals are. The 

team is not.

STAGE 1

Experimenting 

individually

Activity, but no shared 

direction.

STAGE 2

Shared direction, 

some redesign

Workflow changes are 

happening — but not 

always in productive ways

STAGE 3

Durable workflow 

redesign

Metric-tracked. Owned by 

the team. This is the 

destination.

The A–I assessment tells you where each of your teams is.  

The faculty today will train you in the moves between stages.



Today Has Three Focus Areas

MORNING — EARLY

8:50 — 10:25

What works at the 

team level

Teamraderie and Univ of California professor Paul 

Leonardi opens with the data behind the A-I curve, 

followed by quick view of faculty-led sessions that 

successfully move teams between stages.

Leonardi · Beane · Nabergoj · Jiwnani

MORNING — LATE

10:35 — 12:10

How the C-suite 

organizes around it

A CHRO panel (ANI · J.Crew · Danaher) on 

enterprise direction vs. local experimentation, 

followed by Matt Beane and Jonathan Corpman on 

workforce planning for AI-enabled work.

ANI · J.Crew · Danaher · BCBSA

AFTERNOON

1:00 — 2:30

What enables it at 

the manager layer

Mark Ozer on team-leader behaviors. Francesca 

Gino on why managers accelerate or kill change. 

Cox Automotive on how they actually built the 

program.

Ozer · Gino · Cox Automotive



Who You Will Learn From

Dr. Paul Leonardi

University of California

Runs the research program that produced 

the A–I curve. Source of the underlying 

dataset you will see at 8:50.

Dr. Matt Beane

University of California

Leading academic voice on how skill and 

judgment transfer in AI-enabled work. 

Author, The Skill Code.

Dr. Francesca Gino

Behavioral Scientist

Among the most-cited behavioral 

scientists on why managers either 

accelerate or kill organizational change.

Today is built around what they have learned from studying actual teams at your companies.

Dr. Anja Nabergoj

Stanford University

Runs the Stanford executive program on 

team-level adoption. Opens the morning 

exercise block.

THE FACULTY LEADING TODAY



And From Your Peers
EXECUTIVES WHO’VE DONE THE WORK INSIDE THEIR COMPANIES

Georgann 

Couchara

Chief People Officer

Michele 

Parks

Chief People Officer

Tom 

Sterling

VP, People Operations

Jonathan 

Corpman

Sr. Director, People

BY 2:30 THIS AFTERNOON

You will have seen the data, met the teams, heard from your peers, and learned from the researchers behind it.

The conversations we’d like to have in the room and at your tables are about applying this uniquely at your company.

Krista 

Davis

Chief People Officer

Gena 

Smith

Chief People Officer



Before we get to 

what works…

NEXT — TEAM-LEVEL AI ADOPTION AT OPEN AI

Arvind KC – 8:45 9 9:15am







One word
for how you're feeling about AI in 

your work right now

[Anja Svetina Nabergoj] Hasso Plattner Institute of Design at Stanford: Shared with Creative Commons 4.o license.



One thing 
your teams have done with AI in the 

last six months that genuinely 
surprised you in a good way?

[Anja Svetina Nabergoj] Hasso Plattner Institute of Design at Stanford: Shared with Creative Commons 4.o license.



One question 
or worry about your teams' AI 

adoption you're carrying into today?

[Anja Svetina Nabergoj] Hasso Plattner Institute of Design at Stanford: Shared with Creative Commons 4.o license.





At the start of the program in January, 
most teams were early in team-level AI adoption  
41 teams completed the program 

The biggest barriers were organizational, not technical Early: 
16 (39%)

Traction 
19 (46%)

Scale ready: 
6 (15%)

Scale ready

Gaining traction

Early

All 
Levels:

Early: 

Traction: 

Scale 
ready: 

56%
teams

19%
teams

26%
teams

17%
teams

Too many priorities

No clear owner

Limited tools or data

Quality concerns



In the period January through May, 
team-level AI maturity improved across nearly every team

Average Gain by Starting Level 

Note: 37 teams had positive gain; there are two teams with negative gain (both 
started at level 1);  there are two teams with 0 gain (both started at level 3)  

All Levels: 1.07

Early: 1.18

Traction: 1.19

Scale ready: 0.42

37 of 41 teams improved  



In the period January through May, 
team-level AI maturity improved across nearly every team

37 of 41 teams improved  

70%+ 
of the teams exhibited 
a trajectory that places 
them towards achieving 
measured KPI gains from 

their new AI workflows



More than half the cohort 
advanced to the next maturity stage 

Average Gain Among 
Teams That Advanced 

All levels: 1.1

L1 L2 1.77 teams

L1 L3 2.22 teams

L2 L3 1.511 teams



AI transformation evolves from 
coordination → clarity → outcomes 

Level 1
Early

Metric that moved the most:

Coordination
+43.4%

Teams 
align. 

Level 2
Traction

Metric that moved the most:

Clarity on AI Usage
+50.9%

Teams target 
workflows. 

Level 3
Scale Ready

Metric that moved the most:

Outcome 
Improvement

3.8/6

Teams improve 
outcomes.



Top teams improved faster across every metric  

Top teams consistently had: 

Clear workflow 
targets 

Active program 
leadership

Coordinated team 
experimentation

1

2

3



Early teams improved by aligning 
around AI together  

Top goal

Speed

Level 1

Top challenge

Bandwidth

Avg. AI 
sophistication gain

1.18

Teams advanced 
to the next level

9 of 16

Coordination gain even among the 
least mature teams 

+39%



Most Effective Experience Path

Foundational experience AI deep-dive experience

Level 1 What helped early teams gain traction 

Align around AI

Surface barriers

Establish goals and 
common language

Explore workflow 
opportunities

Discuss where AI could help 
the most

Define shared use case

2.14

1.18



The first shift was 
coordination and 

shared 
experimentation 

“Our team now approaches AI with a shared 
vocabulary and clear intent.”

“Simply having the discussion about how we 
can potentially use AI more effectively has 
been helpful for our team. ”

“We are working together and coordinating 
with more transparency. ”

“We have a better understanding of AI and 
how it can help us.”

Level 1 The biggest shift was shared momentum

“



Level 2
Traction teams accelerated when they 
focused on specific workflows

Top goal

Quality, 
Accuracy

Top challenge

Bandwidth

Avg. AI 
sophistication gain

1.19

Teams advanced 
to the next level

11 of 19

Clarity on where AI helps

+51%



Teams with clearer workflows 
achieved stronger gains Retirement Services Team

Sophistication gain: 1.88    

Level 2
Teams with focused workflows 
outperformed the average

EXAMPLE

Moved from broad AI exploration to 
three focused workflows:

● Contract discrepancy detection
● AI-assisted RFP research
● Consultant meeting preparation

1.8

1.19



“We are more aligned on where AI can
realistically help our work.”

“Better collaboration and faster, higher 
quality outcomes.”

“Shared learning and accountability, tangible 
use cases and speed to delivery.”

“We are intentionally focused on talking about AI 
regularly and sharing useful information.”

Teams shifted from 
experimentation to 

operational 
redesign. 

Level 2 Teams began redesigning real workflows

“



Top goal

Quality, 
Accuracy

Level 3 specific 
goal

Advance a 
defined use case

Avg. AI 
sophistication gain

(started more advanced)

0.42

Top challenge

Bandwidth

Outcome improvement

3.4/6

Level 3
Scale ready teams started seeing 
outcome improvement as a team



Level 3
Teams started embedding AI into 
operations

AI shifted from individual 
experimentation to shared 

operational workflows. 
QA Program Management Team

Sophistication gain: 0.84    

EXAMPLE

Workflow: Automating reporting and analyzing 
customer call transcripts

What the team did: A team member built an 
internal AI-enabled workflow to analyze 
transcripts and surface operational insights. 
The team then refined the process together 
and introduced validation guardrails before 
broader adoption.   “We've established clear guardrails 

and workflows that need human 
validation before reporting AI-

generated output.”  

“



Level 1
Early

Level 2
Traction

Level 3
Scale ready

Coordination +43.4% +38.2% +36.2% 

Teams aligned around AI 
usage
Shared language, coordination, and 
experimentation increased across the team.  

Teams clarified high-
value workflows
Teams narrowed focus to specific workflows 
with clearer operational value. 

Teams embedding 
AI into operations
AI is becoming a part of recurring workflows, 
decision-making, and business outcomes.  

Clarity +34.0% +50.9% +15.8%

Business Outcome 
Improvement 2.7 / 6 3.0 / 6 3.4 / 6

Workflow Change 2.5 / 6 3.1 / 6 3.8 / 6

Summary
Teams at different maturity levels 
improved in different ways 





The Team AI 

Adoption Curve 

in Practice



For Stage 0 Teams: 

Get to Know GenAI



For Stage 0 Teams: 

Amplify Teamwork with AI



For Stage 0 Teams: 

Structured AI Experimentation

Your Team’s AI Future
Design your team’s AI roadmap with one of 

Stanford’s most popular professors 



S T A G E  0   ·   S T R U C T U R E D  A I  E X P E R I M E N T A T I O N

Your Team's AI Future
Teaching a team to experiment with AI, together.

AI adoption isn't a technical problem. It's a question of how a team chooses 
to work differently together.

Teams that succeed adopt AI like scientists or designers.

Hypothesis → Experiment → Learn → Iterate



W H A T  T H E  T E A M  D O E S  I N  T H E  S E S S I O N

1

Check in

Name one excitement 
and one concern about 

AI.

3

AI as a team 
experiment

See how teams use 
AI as a unit.

4

Imagine the win

One year out: what's the 
headline about your 

team?

5

Design an 
experiment

One small, safe-to-try 
test for next week.

6

Commit & share

Who does what, by when, 
and what they share 

back.

The goal is to leave with one shared experiment the team has designed and agreed to run.

AI use 
cases

2

What has 
worked well



T H E  D I S C I P L I N E  B E H I N D  T H E  E X P E R I M E N T

What makes it an experiment, not just “trying AI”

What we'll try

A specific hypothesis not “use AI 

more.”

Who owns it

One named person, accountable 

for the run.

How we'll know

A clear signal that tells us it 

worked or not and how to iterate.

When we check back

A date to share results and learn 

together.

The shift is from individual to team.  

When one person's best prompt or use case becomes the team's shared asset, AI stops amplifying individuals and starts 

amplifying the team.



Diversity in the Room.

Working with people who 
are different from us 
challenges our brain to 
move past our default 
ways of thinking.
Rock&Grant, 2016

[Anja Svetina Nabergoj, DTBC Webinar] Hasso Plattner Institute of Design at Stanford: Shared with Creative Commons 4.o license.



[Anja Svetina Nabergoj, DTBC Webinar] Hasso Plattner Institute of Design at Stanford: Shared with Creative Commons 4.o license.



Diversity in Prompt. 

Try now
How might we make a new 
employee's first 90 days feel like 
they truly belong?

Pick 3 experts you would invite to 
brainstorm.
(real people, AI personas or a mix)

[Anja Svetina Nabergoj, DTBC Webinar] Hasso Plattner Institute of Design at Stanford: Shared with Creative Commons 4.o license.



Diversity in the Room. Diversity 
in Prompt. 

Give each AI agent a distinct expert role. Then let them 
first generate ideas separately and then have them 
collaborate to integrate them. Straub & Khan et al., 2025

[Anja Svetina Nabergoj, DTBC Webinar] Hasso Plattner Institute of Design at Stanford: Shared with Creative Commons 4.o license.



I used to think that…

Now I think…

One bullet point set in Poppins, sentence caps.  

[Anja Svetina Nabergoj] Hasso Plattner Institute of Design at Stanford: Shared with Creative Commons 4.o license.



What I now know about my 
teams that I didn't know this 
morning is …

One bullet point set in Poppins, sentence caps.  

[Anja Svetina Nabergoj] Hasso Plattner Institute of Design at Stanford: Shared with Creative Commons 4.o license.



For Stage 1 Teams: 

Use Cases that Create Stronger ROI

Measure Twice, 

Spend Once
Move beyond “hours saved” to better 

prioritize how and where to apply AI 



For Stage 2 Teams: 

Fast Prototype of Agentic Workflows

From Idea to 

Agent Prototype
Transform validated workflow ideas into 

practical AI-powered prototypes 



AI

Fast Prototypes of 
Agentic Workflows

The "Value" Angle

Mohit Jiwnani



01 / 09

THE AI TEAM MATURITY ARC

Our Focus: Prototyping Value Orchestration to clear the decision bottleneck.

1. Experiment

Task Efficiency (Anja)

2. Redesign

Process Redesign

3. Prototype

Agentic Decision Support

4. Transform

Operating Model



02 / 09

The Chat Trap

Basic LLM usage increases cognitive load rather than accelerating decisions.

1 Look at the raw customer data on the right.

2
Shout out one major risk signal you see in the 
raw log on the right. Is it 22% customer churn or 
50% competitor price drop? or both?

[SOURCE A] Engineering alert: database architecture will 

structurally fail to scale if user volume exceeds 10k connections.

[SOURCE B] Market alert: Competitor X just slashed subscription 

cost by 50% effective next quarter.

[SOURCE C] Success alert: Beta cohort churn metrics hit 22% due 

to UX friction in the permissions panel.



03 / 09



04 / 09

Persona. Extraction. Output schema.

PERSONA

Who the agent is

“You are a Senior Auditor. Your job is to 
translate SOPs into logic gates.”

“Enterprise Risk Arbitrator & Product 
Strategist.”

EXTRACTION

How it reasons

“Prioritize client appendices. Ignore legalese. 
Flag ambiguity for review.”

"Isolate Technical Debt and Market Churn 
signals."

OUTPUT SCHEMA

What it returns

“Output only as a Markdown table with 
columns: Field, Rule, Exception.”

"Strict Decision Matrix: Signal | Risk | Action."

Move from 'Chat' to 'Logic' by hard coding strategic expectations directly into System Instructions. Language is the new code.



05 / 09



06 / 09

Break the agent — on purpose

Push the agent past comfortable inputs. Find the cracks before production does.

01

Upload

Feed a full-length, complex SOP 
into the agent.

02

Provoke

Ask it to handle a tricky edge case 
or client conflict.

03

Patch

Update the System Instructions to 
fix any errors uncovered.



07 / 09

FROM CHAT TRAP TO ORCHESTRATION

TRADITIONAL AI (CHAT)

"Based on the log provided, there are several key 

factors regarding churn. Your beta cohort is 

experiencing 22% churn which indicates 

frustration... furthermore, users drop out within 

180 seconds... you should definitely have your team 

look into this UX issue... additionally price 

threats..."

RESULT: HIGH COGNITIVE DRAG

AGENTIC AI (ORCHESTRATION)

RESULT: ACCELERATED DECISION

Signal Risk Action

Arch scale > 10k Tech Debt STOP: Refactor

Beta churn 22% Product Fit PIVOT: UX Sprint

Competitor -50% Market Shift PIVOT: Re-price



08 / 09

STRATEGIC VALUE REALIZATION

Redirecting 80% of manual coordination into pure value validation.

55-Min Experience Tangible Assets

00-15: Raw Benchmark & Alignment

15-35: Logic Build & Schema Design

35-55: Stress Test & Governance

Shared Team Intelligence Hub

Standard Data Schemas

Proprietary Prompt Library



“
We free the team to solve problems,
not document them.

09 / 09



“
Thank you



For Stage 3 Teams: 

Achieving Scaled Operating Change

Disruptive Innovation 

with AI
Reimagine your workflows and spark 

bold ideas with a leading AI strategist 





Most of the market noise lives at the top and bottom. 

Most of the value capture lives in the middle — at the use case layer.

Personalized 
MarketingSTRATEGIC DOMAINS

KPIs & Value Levers

Use Cases

Components

Data & Tech

INDIVIDUAL USAGE

Companies pick a few Domains. These 

are end-to-end processes or customer 

journeys

Improving sales on 
advertising spend

Each Domain has KPIs that measure 

business outcomes 

Sales opportunity 
identifier

Marketing campaign 
automation

Integrated consumer 
360 profile data

Look-alike model to 
cluster consumers

Propensity scoring 
model to cluster 

consumers
…

Personalized ad content 
recommender

Next best offer 
recommender

A/B testing capabilities 
for campaign 
optimization

…

Reducing cost of 
marketing content

Data
• Point of sale data
• E-commerce data

Tech
• Data mgmt platform
• Email & SMS platform

• Social listening data
• …

• Marketing automation
• …

Meeting Summaries Slide Making Coding Coding

Drafting Emails Research Brainstorming …

Each Use Case addresses a workflow 

(current or future) or process that 

determines the KPI

The Components are assets created, 

leveraged, or re-imagined in support of 

the Use Case

The same Data & Tech can support 

multiple use cases

Employees have ever-expanding 

Individual Usage that completes tasks 

faster and better than before

TEAM-LEVEL USAGE

Where AI Value Lives In Your Company



INDIVIDUAL USAGE
Meeting Summaries Slide Making Coding Coding

Drafting Emails Research Brainstorming …

Most of the market noise lives at the top and bottom. 

Most of the value capture lives in the middle — at the use case layer.

STRATEGIC DOMAINS

KPIs & Value Levers

Use Cases

TEAM-LEVEL USAGE

Personalized 
Marketing

Improving sales on 
advertising spend

Sales opportunity identifier

… …

Supply Chain 
Management

… …

Consumer
Insight

… …

Mktg campaign automation

Ad content generator

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

…

3-10

15-30

100s-1,000s

of these

of these

of these

10s of 1,000s
of these

Where AI Value Lives In Your Company





























SESSION 6  ·  1:00 PM

Manager Behaviors
Necessary for AI Transformation

Mark Ozer  ·  Co-Founder, ExecOnline

Team-Level AI Transformation Program  ·  May 27, 2026

The Stanford Park Hotel  ·  Menlo Park

Followed by Francesca Gino at 1:15



Why I'm here
FORTY-FIVE DAYS AGO, EXECONLINE ACQUIRED TEAMRADERIE

01
Who we are

ExecOnline delivers leadership 

development from twenty of the world's top 

business schools — Berkeley Haas, 

Stanford GSB, Wharton, MIT, Yale, Tuck, 

Darden, and more — at scale, to 200+ 

enterprise clients.

02
Why the acquisition

Team-level transformation and leader 

development are two halves of the same 

problem. Teamraderie equips the teams. 

ExecOnline equips the leaders who build, 

run, and protect those teams.

03
What I'll share now

Six manager capabilities AI transformation 

actually requires — and the Berkeley Haas 

course we built to teach them. Francesca 

will follow with why those managers matter 

behaviorally.

Developing leaders.  Enabling teams.  Designed to work together.



The Goal You Have

An organization 

where every team is 

reimagining work,

recursively, 

ongoingly, every 

year, from here.



Six Manager Capabilities AI 

Transformation Requires
LEADER CAPABILITY CONVENTIONAL APPROACH EXECONLINE’S APPLIED LEARNING 

FRAMEWORK

01 Strategic Framing AI training disconnected from 
business strategy

Leaders identify a real AI challenge 
and map it to top priorities

02 Innovation Discipline Ad hoc pilots with no structured 
evaluation

Berkeley Innovation Cycle applied to 
evaluate where AI creates real value

03 Opportunity Discovery Ask "where should we use AI?" and 
brainstorm a list

Five strategic lenses to find where 
work stalls -- not where to add AI

04 Executive Fluency ROI cases built on "time saved" and         
adoption rates

Business cases anchored in decision 
quality, action speed, and KPIs

05 Deployment Readiness Leaders learn concepts; teams 
never see the benefit

An alignment plan with priorities and 
gaps -- ready to cascade via 
Teamraderie

06 Accountability Course ends with a certificate and 
a survey

A business-ready AI initiative plan, 
peer-tested with Berkeley faculty



The Upper Middle 

is Where Leverage Sits

Senior Leaders

C-Suite

Mid-Career Leaders

Early-Career Leaders

Susan
SVP Finance

Prepare Susan to enter the C-Suite and 
develop her Board-readiness

Henry 
VP of Product 
Development

Take Henry from “functional expert” to 
“cross-functional leader”

Fran
Director of 
Operations

Develop Fran’s enterprise thinking—along 
with her fellow HiPo Program colleagues

Designed for critical talent cohorts



Leading AI Transformation
A six-week, cohort-based, professor-led course with UC Berkeley Haas.

Built to replace conventional AI training with applied, strategy-connected leader development.

SARA BECKMAN

Teaching Professor
Haas School of Business

THOMAS LEE

Associate Adjunct Professor
Haas School of Business

JENNIFER CHATMAN

Dean
Haas School of Business



One of Many ExecOnline Courses

Courses
150+ certificate 

courses from premier 
business schools and 
ExecOnline experts

Coaching
In-the-moment 

guidance aligned to 
professional 

opportunities and 
challenges amplified by 

course learnings

Cohort Experiences
Coach-led intra-company sessions 

reinforcing business priorities and core 
course tenets



Two design choices
What Makes This Different

01  ·  PRINCIPLE

AI-augmented,

not AI-about.

Every week, participants run pre-work prompts in their own LLM —

ChatGPT, Claude, Gemini — to do real strategic work on their own 

challenge.  The course isn't about AI.  It uses AI to teach leadership.

02  ·  FRAMEWORK

The Berkeley

Innovation Cycle.

1 Observe & Notice

2 Frame & Reframe

3 Imagine & Design

4 Make & Experiment



Built on a real challenge from day one
What Makes This Different

MODULE 1

1
Why innovation in 

the AI era?

Map AI opportunity in your 

own context.

MODULE 2

2
Observe & Notice

Stakeholder Jobs-to-be-Done 

and journey mapping.

MODULE 3

3
Frame & Reframe

Find the real problem.  Resist 

tech-push.

MODULE 4

4
Imagine, Design, 

Make

Concepts, future state, riskiest 

assumptions.

MODULE 5

5
Culture & Change

Congruence Model.  What's 

immutable in your 

organization?

MODULE 6

6
Mobilize & Execute

Synthesize into a 12-month 

execution roadmap.

“The plan is the proof.”

There is no exam.  The twelve-month roadmap IS the proof of learning.



What participants walk away with
What Makes This Different

01

Six Live Forum 

sessions

Direct, applied contact with 

Professors Beckman, Lee, and 

Chatman.

02

A 12-month AI 

Transformation 

Roadmap

A working document — not a 

reflection essay — that participants 

take back to their organization.

03

An AI-prompt library

Model-agnostic prompts they keep, 

refresh, and re-use as their 

challenge evolves.

04

A cross-industry peer 

cohort

Healthcare, manufacturing, financial 

services, energy — wrestling with 

the same questions side-by-side.

Six weeks.  One transformation challenge.  A plan they can run on Monday morning.



Developing Leaders, Enabling Teams

Controller FP&A
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CMO

Deputy GCVP ProductLead 
Engineer

VP Org 
Development

VP Product 
Marketing

VP Operations
VP APACVP Sales 

Enablement

CFO
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What I just described is the playbook.

What Francesca is about to describe 

is why it works.

FRANCESCA GINO  ·  BEHAVIORAL SCIENTIST  ·  1:15 — 1:30

Why Team Leaders Matter More Than Ever

How managers decide whether employees see AI as opportunity — or as threat.







Teamraderie
How Teams Are Organizing Team-Level 
AI Adoption

Michele Parks – EVP, Chief People 
Officer

Tom Sterling – VP, People Solutions Ops



AGENDA

01 Cox Automotive, Inc. Overview

02 Alignment of Teamraderie and How We Managed Our Teams

03 Teams Always Challenging Their Thinking

04 What Made The Teams Successful

05 Q&A
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25+ Global Brands

$9.6B Revenue

Continents
Operating

in 5

12 Domestic Brands

29,000+ Employees



Our U.S. portfolio
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Aligning Teamraderie to Our AI 
Champion Strategy

How the Teamraderie Experience plugs into our existing AI 
Champion structure and ways of working



Enterprise AI Business Champions

Our U.S. portfolio

Drive AI Adoption and Transformation across the organization

Champions 
+ 

Teamraderi
e

Champion Profile 
Senior leader with authority to drive change, 

strong cross-functional relationships, and 
operational expertise to execute AI 

transformation

Key Responsibilities
Drive AI adoption, manage the AI portfolio 

across their function, and champion workforce 
transformation and organizational change

Functional Area

Sales

Marketing

Finance

People Solutions

Technology

Strategy

Inventory

Retail

Mobility

NextGear 

Five Teamraderie AI Use 

Cases

Sales

Finance

People Solutions

Technology

Inventory (Manheim)

Team sizes around 4-12 



How We Selected Our AI Use Case

Selected existing AI Use Cases 

already in motion and aligned to our 

Business Strategy

Balanced Use Cases across 

customer-facing impact and internal 

process improvement



Teamraderie - AI Use Case

AI Champion Area Use Case

Finance • AI-driven Finance Executive Dashboard powering a new Investor Relations function with decision-ready 

leadership insights.

Sales • Team & Individual Performance Analysis

Surfaces performance trends, gaps, and coaching opportunities for sellers.

• Dealer Performance Analysis by Territory

Highlights territory gaps and prioritizes actions across a leader's book of business.

• Risk Prediction & Churn Prevention

Flags at-risk accounts early and focuses retention where revenue is most exposed.

HR Operations (Service Center) • Knowledge-first capability where AI analyzes cases at scale—optimizing taxonomy, aligning knowledge to 

issues, mapping issue journeys, and enabling evidence-based service decisions.

Technology (Software) • AI accelerates GTM drafting and synthesis today, but core workflows are unchanged—opening an opportunity 

to redesign work, decisions, and coordination end-to-end.

Inventory (Manheim) • Pre-Sale Audit's first phase focuses on basic automation, not agentic AI—positioning the program to inform 

future strategy as field readiness matures.



How We Managed Our Teams

Program Timeline
December 2025 – May 2026  •  multiple connects throughout program duration, including the assignment of a Program Manager

DEC 2025

Engaged with 

Teamraderie

Assigned 

Program Manager

Engaged 

Executive 

Sponsor / AI 

Champions

JAN 2026

AI Use Cases 

Reviewed

Teamraderie In-Person 

Kickoff

Team Leader Kickoff(s)

FEB 2026

Working Teams Kickoff

Teamraderie Launched

MAR 2026

Program in Progress – 

Surveys & first 

Experiences

APR 2026

Team Leader Check-in

Second Experiences 

Post Experience 

Surveys begin

MAY 2026

Advanced Teamraderie 

Experience Sessions 

Identified and Executed

Post-Experience 

Surveys Completed

Teamraderie 

Conclusion



Teams Always Challenging Their 
Thinking



Rethink. Don’t Just Fix.

Process Improvement

Take an existing process.
Add AI to make it faster or cheaper.
Deploy and celebrate.

Result: Sophisticated technology sitting on top of outdated 
thinking.

Process Reinvention

Start with a blank page.
Ask what this work would look like if designed today with AI 
native to it.
Rebuild for the AI-augmented world.

Result: Transformation.

VS



Not All AI Is The Same

Three types. Different problems. Different business cases. Often used together.

Classical ML
The Grandfather

Prediction, pattern recognition, large-
scale number crunching. The proven 
ROI story. Holds up best in a finance 
conversation.

Best for:

Finance modeling
Demand forecasting
Fraud detection

Generative AI
The Rockstar

Content creation, strategy, synthesis, 
knowledge work. This is what most 
people mean when they say “AI” today.

Best for:

Strategy & planning
Content creation
Knowledge synthesis

Agentic AI
The Frontier

Autonomous, multi-step, executes 
entire workflows. Inside operations and 
customer-facing. High volume, 
structured work.

Best for:

Back office processes
Customer service
Workflow automation



Individual Proficiency Doesn’t Equal Team Transformation.

of AI-investing orgs see no measurable 
enterprise ROI

Teamraderie Research

Substitution

Doing tasks faster with AI. Produces a 
productivity gain. It is table stakes.

Most organizations stop here.

Recomposition

Rethinking how work is divided — 
who owns what, what AI handles, and 
how the two work together toward an 
outcome.

That is transformation.

Paul Leonardi, UC Santa Barbara — Teamraderie AI Adoption Research Program

The real value shows up when teams stop and ask: “How do we do this work differently together?” That’s a completely different 
conversation than “go take this training.” It takes deliberate leadership, real experimentation, and time.



What Made The Teams Successful



What Made The Teams Successful

Executive-level 

support

Visible sponsorship that 

signaled program 

commitment

Dedicated Program 

Manager

Single owner driving 

cadence, accountability, 

and momentum

Program Education

Upfront walkthrough so 

teams understood the 

program before kickoff

Team Lead Level 

Check-Ins

Regular touchpoints to 

surface blockers and 

share wins

Use Cases Already 

Existed

Teams brought real 

problems being worked, 

not hypotheticals

Teamraderie 

Engagement

Regular connections-

building program strength 

and team trust



THANK YOU & QUESTIONS





What Your Teams Have Achieved

MIT NANDA BASELINE

5%
of enterprise teams showing

measurable workflow change

THIS COHORT — INTERIM

70%
tracking toward measurable

workflow change

Same population — enterprise teams.  

Same definition of success — KPI movement plus documented workflow redesign.

5 MONTHS IN  || INTERIM READ



Three Numbers from Best-of-Best
MCKINSEY — 20 COMPANIES THAT EXECUTED AI AT THE HIGHEST LEVEL

20%
EBITDA uplift

From AI-focused efforts — concentrated 

in 2–3 areas of the business

(with a focused approach like this).

1.5 yrs
to payback

Some under a year; plan on one to two. 

If somebody promises two months, 

something is wrong.

$3
EBITDA per $1 invested

An exceptional ratio. 

The kind of return that compounds 

when you get it started.

Source: McKinsey analysis of 20 companies executing AI and technology transformation at the highest level.



Why the Winners Win
TWO THINGS THE 20 HAVE IN COMMON  —  NEITHER IS TECHNICAL

1 They concentrate

They have chosen 3-10 economic leverage 

points (“Domains”) where AI improvement 

moves the P&L significantly. They have not tried 

to do everything. They have done a few things 

very well.

2 They equip the teams — at scale

NOT INDIVIDUAL TRAINING ON PROMPTING.

How to identify problems.  How to disaggregate them.  How to quantify impact.

NOT IN INDIVIDUAL GROUPS.

Trained as intact teams and cross-functional teams — the atomic units 

responsible for delivering impact.

MAPPED TO WHERE LEVERAGE SITS.

They identified the teams that deliver leverage – and invested in those teams.

This is exactly the exercise we are doing with you.



The companies that invest 

in their teams' capacity 

to redesign work

ARE THE COMPANIES 

THAT WILL WIN.



Two Cohorts in This Room
YOUR NEXT STEPS

Jan – Jun Cohort

Companies finishing Phase 1

Your teams have measured results. Over the next two 

weeks, we will share that data with you team by team.

Jun – Nov Cohort

Companies starting Phase 1

You came today to see what the work looks like before 

you start. You should leave today ready to start.



For Companies Finishing Phase 1
Invest in moving Stage 1/2 teams into Stage 3

RECOMMENDATION:  Extend.  You have already paid the activation cost.  The institutionalization payoff is the part that compounds.

WHAT WE ARE OFFERING YOU

New sessions co-built with the faculty
New sessions are designed to take your teams from activation to 

institutionalization.

Team-level data, team by team
We will share measured results over the next two weeks with 

recommendations for each of your first teams.

A C-suite alignment option
A new offer to support how your leadership team is pursuing this — not 

just the teams beneath them.



For Companies Finishing Phase 1
Add more teams – aligned to your Strategic Domains and KPIs/Value Levers

RECOMMENDATION:  Add More Teams. There is excellent evidence on how to make them successful.

WHAT WE ARE OFFERING YOU

Scaled Up-Leveling of Leaders
Help 1,000s of leaders become ready to lead AI transformation – be ready 

to scale to 1,000s of use cases.

Rigorous Best-Practice
Apply the best-known methods of engaging and launching new teams

to make fastest A-I curve progress

Ability to Meet Them Where They Are
Sessions are designed to meet your earliest and most sophisticated teams 

at whatever point they start from.



For Companies Starting Phase 1
Let’s get going!

RECOMMENDATION:  Apply what you heard today – and recognize that we STILL have more to learn on best practices (with you).

SCHEDULE

June 30

Enrolling by this date puts your first measured 

results inside this calendar year.

WHAT TO EXPECT FROM US

Outreach starts tomorrow

We will be in touch tomorrow morning. Over the next two weeks, one-on-one meetings with each of you.

Refreshed enrollment materials

To help you communicate the program to teams you enroll and set expectations before their first session.

Optional pre-program for team leaders

We will meet with your team leaders before they start — so they begin inside the operating practices you 

heard from the faculty today.

Add-On: UC Berkeley course for your leaders

Through ExecOnline, we can now offer a UC Berkeley course on Leading AI Transformation — self-paced 

and live. The language and structure for your senior leaders to lead this work alongside you.



For Everyone
Help to Setup Your Next Phase

INTERACTIVE ASSETS

For Your Next Teams

How to define your AI projects

Scoping the workflow before tooling decisions.

How to define your ROI

Beyond 'time saved' — what actually moves a KPI.

How to organize the people on your team

Who is human, who is human-in-the-loop, who is AI-led.



For Everyone
Help to Setup Your Next Phase

Irina Egorova

San Francisco, CA

Hayley Fader

Dallas, TX

Elle Giraldo

Austin, TX

Jamie Heidt

Denver, CO



For Everyone
Your Next Six Months As a Community

June 15

10am PT
(virtual)

Executive

Session

June 30

Enroll

Your

Teams

Moving Your Teams 

to Safe 

Agentic Workflows

July 15

10am PT
(virtual)

Executive

Session

A CxO’s Guide

to Getting 

Better Work

Nov 5

8am-3pm
(in-person)

Executive

Session

Research Day

--

Palo Alto, CA

--

8am-3pm



Three Disciplines for Next 6 Months
Grounded in what you saw today

01
Patience with 

the curve

McKinsey's data is 1-2 years to payback.  

The data today is ~6 months to material 

progress on workflow change.  The 

companies that leave teams at month 4

abandon at the wrong inflection. The slope 

rewards the ones who stay.

02
Trust the teams to 

redesign the work

The strategy deck does not redesign the 

workflow. Bain/McKinsey does not.  The 

teams inside your organization will redesign 

the workflow — or no one will.  Equip them 

accordingly.

03
Concentrate

The companies producing 20% EBITDA 

chose two or three economic leverage points 

and went deep.  The companies producing 

nothing have launched a hundred pilots.  

Pick your Domains and equip your teams.



You will win
Because of the investment you have already made —

and the investments this group will make from here.

Today was the proof of concept.

The next six months are the proof of scale.

NEXT — REFLECTION WITH ANJA NABERGOJ

Stanford University  ·  2:15 — 2:30
The most consequential conversations of the day happen now.
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