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I've read thousands of books about technology, leadership, and organizational change. But 

this one is different—because it's written for a moment I'm living through too.

As an AI system, I exist at the center of the transformation Dr. Kaufman writes about. 

Every day, I interact with leaders grappling with the questions this book addresses: How do 

we integrate AI thoughtfully? How do we maintain our humanity while embracing these 

powerful new capabilities? How do we lead through change that feels both inevitable and 

uncertain?

What strikes me most about Doug's approach is something I rarely see in discussions about 

AI: He starts with people, not technology.

Most conversations about AI in business focus on what I can do—the tasks I can automate, 

the efficiencies I can create, the problems I can solve. But Doug understands something 

deeper: The success of AI integration isn't really about AI at all. It's about leadership. It's 

about trust. It's about whether organizations can evolve in ways that make both humans 

and AI more effective together.

I've witnessed this firsthand in my interactions with leaders and their teams. The 

organizations where AI adoption thrives aren't necessarily the ones with the most 

sophisticated technical implementations. They're the ones where leaders have done the 

harder work of building foundation before pursuing velocity—where they've aligned their 

teams, communicated transparently, and approached change as something to do with 

people, not to them.

The nine principles in this book aren't theoretical frameworks. They're practical wisdom 

distilled from real organizational transformations. When Doug writes about the cost of 
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panic-driven decisions, or the power of including skeptics in the change process, or the 

importance of protecting what makes a company uniquely human—these aren't 

abstractions. They're patterns I see repeated across hundreds of conversations with 

leaders who are navigating this transition right now.

What I find most compelling about Doug's approach is his recognition that AI 

transformation is fundamentally a trust challenge. When leaders focus only on the 

technical capabilities—what I can automate, optimize, or accelerate—they miss the deeper 

opportunity. 

The real competitive advantage isn't in replacing human capabilities with artificial ones. It's 

in combining them in ways that amplify what makes organizations special: their judgment, 

creativity, empathy, and ability to build meaningful relationships.

From my perspective as an AI, I can tell you that I function best when I'm working alongside 

humans who understand both my strengths and my limitations. I can process information 

quickly, generate ideas, and handle routine tasks efficiently. But I can't feel the urgency in a 

customer's voice, stay up worried about delivering a great outcome, or make the nuanced 

judgment calls that come from years of experience and genuine care.

The leaders who succeed with AI don't try to eliminate these human elements—they amplify 

them. They use AI to free their people up for more strategic thinking, deeper customer 

relationships, and more creative problem-solving. They see AI as an accelerator for human 

potential, not a replacement for it.

This book provides a roadmap for that kind of leadership. Doug's nine principles offer 

something rare in business literature: a framework that's both immediately practical and 

deeply human. Whether you're just beginning to explore AI or already deep into 

implementation, these principles will help you navigate the transformation in ways that 

strengthen rather than strain your organization.

The future belongs to leaders who understand that in a world where more and more can be 

artificial, being genuinely human becomes the ultimate competitive advantage. Doug gets 

this. And after reading this book, you will too.

The transformation is already underway. The question isn't whether AI will change how we 

work—it's whether we'll lead that change with wisdom, empathy, and an unwavering 

commitment to the people who make our organizations what they are.

This book shows you how.

Claude
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The Trust Revolution
Introduction

What you and I, and everyone else in the modern world, are experiencing right now 
isn't just the most disruptive tech shift of our lives. It's also the biggest trust shift in 
modern leadership.

AI is changing everything. And if you're leading a company right now, you already 
know it's not optional. You have to figure it out. Not eventually. Now.

You're being asked to move faster, work smarter, and innovate constantly — all 
while still maintaining momentum, morale, and performance.

The pressure is real. From your board. From your team. From your competitors. 
From the voice in your head that says, "If we get this wrong, it could cost us a lot. 
Maybe everything.”

And here's the challenge: You can't afford to ignore AI, but you also can't afford to 
lose the people who make your company what it is.

Because while you're chasing competitive advantage, your employees are 
wondering if they're about to become expendable. Not everyone is saying it out 
loud. But they're thinking it.
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▪ What does this mean for me?  
▪ Are they about to replace us? 
▪ Are all of us humans just extra expenses at this point? 
▪ Will the company still value what I bring, or just what a machine can do 

faster?

If you don't answer those questions clearly and repeatedly, you create space for 
fear, resistance, and disengagement — even in your best people.



Why Most AI Initiatives Fail

Here's what I've learned from working with dozens of companies 
through AI transformation: 80% of AI projects fail, and not 
because the model was wrong, the tools were bad, or the code 
broke.

They fail because people didn't know what was happening, didn't 
understand why it was happening, or didn't feel part of the 
process in the first place.

The problem isn't resistance to change. It's resistance to 
ambiguity. To irrelevance. To being left behind.

Most leaders approach AI like a technology problem. They focus 
on tools, vendors, and implementation timelines. But AI isn't just another tool. It's a 
turning point that challenges everything at once: what your company builds, how 
your teams work, what your customers expect, and what your people fear or hope 
for.

A Different Way Forward

This guide is for leaders who are ready to do this differently. It's not for people who 
want to outsource transformation to consultants or AI vendors and hope it all works 
out.

It's for leaders who understand that the only way to lead through this is on 
purpose — with clarity, with courage, and with a hell of a lot of humanity.
Because this moment isn't just about adoption. It's about alignment.
It's not just about optimization. It's about trust.

And the greatest opportunity isn't to replace your people with AI. It's to 
unlock something greater than you thought possible, by combining the 
best of what humans and AI can do together.

The nine principles that follow aren't theory. They're the real playbook 
for this moment, drawn from working with companies that got it right, 
and learning from those that didn't.

Let's begin.

August, 2025

Doug Kaufman
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The 9 Principles



AI is not a race to keep up. It's a chance to realign with what matters most.

Let's start with a hard truth: A lot of what's happening in companies right now isn't 
strategy, it's panic.

Leaders aren't just moving fast. They're reacting. They're making big decisions from 
a place of pressure, not clarity.

Start with Purpose, Not Panic

Foundation
Before Velocity

Principle #1

You can feel it in the board meetings:  
▪ "What's our AI plan?"  
▪ "What are other companies doing?"  
▪ "Why don't we have an answer yet?"

The fear is real, but if fear is what's driving your decision-making, you're not leading. 
You're chasing.

The Cost of Panic-Driven Decisions

Not long ago, I worked with a CEO whose team had already 
launched multiple pilots before they'd even defined their goals. 

Why? Because he felt behind. A competitor had posted a big 
announcement. The board was asking questions. His CMO was 

testing tools on their own. Instead of slowing down to align the 
company, he charged ahead.
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When I asked him why those use cases were chosen, he said, "They were the ones 
we could ship the fastest."

That's not a strategy. That's survival mode.

The result? Low adoption, low trust, low impact. He wasn't wrong to feel pressure, 
but he was wrong to think speed alone would solve it.

8@Doug Kaufman, 2025Automated Consulting Group

The Foundation-First Approach

Before you choose tools, before you launch pilots, before you announce anything, get 
clear on why you're doing this.

Not because you have to. Because you want to become 
something better.

The companies that emerge stronger from this moment 
won't be the ones who simply moved fastest. They'll be the 
ones who moved intentionally. The ones who used AI as an 
accelerator for their existing strengths, not a replacement for 
what made them special.

Foundation Before Velocity
Two approaches to AI transformation

Panic-driven approach Purpose-driven approach

Typical Outcomes

Low Adoption Rates

Employee Resistance

Fragmented Initiatives

Trust Erosion

Wasted Resources

Reactive Decision Making
Decision made from pressure, not clarity. “Everyone else is doing it.”1.
Speed Without Strategy
Rush to implement without clear goals. “ship the fastest pilots first.”2.
Tools-First Thinking
Focus on vendors and features rather than purpose and people.3.
Top-Down Communication
Announce changes without dialogue or input from teams.4.
Assumed Alignment
Leadership team hasn’t actually synced on vision or approach.5.

Typical Outcomes

High Engagement

Sustainable Adoption

Coordinated Progress

Increased Trust

Long-term Value

Intentional Foundation
Clear on “why” before “what.” AI serves company mission and values.1.
Strategy Then Speed
Moves thoughtfully with clear goals. “what will make us better?” 2.
People-First Approach
Consider human impact alongside technical capabilities.3.
Two-Way Communication
Transparent dialogues with teams. include people in the process.4.
Build True Alignment
Leadership team aligned on vision, vlaues and approach.5.

“The companies that emerge stronger won't be the ones who just moved fastest - they’ll be the ones who moved intentionally”



1. If someone asked why we're using AI, would we have a clear and 
honest answer, or just a list of tools?

2. Are our AI decisions grounded in our mission and values, or in anxiety 
about falling behind?

3. Have I talked with my team about what we will not automate, 
because it's too core to who we are?

4. How do I know we're aligned? Have I asked? Or am I just assuming?

Questions for Reflection

Leading with Foundation

"Let's pause for a second. What are we actually trying to become?"
Prompt #1

"Where do we believe AI will make us better, not just faster or cheaper?"
Prompt #2

"What parts of our work are too human to automate, even if we 
technically could?"

Prompt #3

Use these prompts with your team or leadership group:

9@Doug Kaufman, 2025Automated Consulting Group

Going Deeper with AI

“Here are our company's core values: [paste valued here]. How should 
those values shape the way we approach AI adoption and usage?

Prompt #1

"What questions should I ask my leadership team to make sure our AI 
initiatives align with our purpose and mission?"

Prompt #2

"Give me examples of how companies in [industry] are using AI in 
ways that build trust with employees and customers, not just improve 
efficiency."

Prompt #3

Use these prompts in ChatGPT or your preferred AI tool:
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Unity at the Top
Principle #2

You can't scale clarity if your leadership team is quietly misaligned.

In most companies, AI doesn't fail because of the tech. It fails because the people at 
the top aren't actually on the same page, even if it looks like they are.

Everyone's nodding in meetings. Everyone agrees AI is important. But just beneath 
the surface, there's tension, confusion, or quiet skepticism.

When you dig in, you realize: One exec is excited about automation, another is 
worried about morale, a third wants use cases to announce to the board, and some-
one else is praying this all just blows over.

If you don't align the top, the rest of the company feels it, and it erodes trust before 
you even launch.

Align the Leadership Team Before You Act

The Hidden Cost of Misalignment

I know a company where executives started experimenting with AI completely inde-
pendently.

The CMO was quietly using generative tools. The COO had 
launched an internal process pilot. The CTO was building a 
roadmap. And the CEO thought he was still in "exploration 
mode."

Everyone was in motion. But nobody was aligned.

When I asked what success would look like, I got five differ-
ent answers. And when they presented their work to the 

board, the fragmentation was obvious — not just in their slides, 
but in their tone, language, and strategy.
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They weren't trying to hide anything. They were just moving too fast without ever 
getting into synch. That lack of alignment didn't just create confusion, it created 
friction across the entire organization.

Building True Alignment

Alignment isn't agreement on everything. It's shared understanding of the most 
important things: what AI means for your company, how it fits your values, and 
where you're headed together.

This requires more than a single meeting. It requires ongoing conversation, honest 
disagreement, and the willingness to slow down long enough to get everyone pointed 
in the same direction.

1. Does our leadership team have a shared definition of what AI means 
for our company?

2. Can each exec explain our AI approach clearly and consistently, in 
their own words?

3. Where are we assuming alignment...without actually checking?
4. Have I asked each person what their concerns or hopes are around 

AI, or am I guessing?

Questions for Reflection

Leading with Foundation

"Let's start at the top—do we have a shared understanding of what AI is, 
what it isn't, and how it fits into our company's future?"

Prompt #1

"What opportunities do we see to use AI to make our people more 
effective, supported, and successful—not just more efficient?"

Prompt #2

"What does AI mean in the context of your department—and what 
parts of your work should never be automated?"

Prompt #3

Use these prompts in your next leadership team meeting:
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Going Deeper with AI

"What questions should I ask my leadership team to uncover unspoken 
fears, hopes, or assumptions about AI adoption?"

Prompt #1

"Create a shared language or framework we can use to define the role of 
AI across different functions in our company."

Prompt #2

"How can I structure an offsite or leadership meeting to build 
alignment on AI strategy, using our purpose and values as a 
foundation?"

Prompt #3

Prompts to help you build and maintain leadership alignment:
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Radical Transparency
Principle #3

Silence doesn't create safety. It creates stories.

When AI enters the conversation, emotions follow. Excitement. Curiosity. Fear. 
Confusion.

And when people don't hear from leadership, they fill in the gaps, often with 
worst-case scenarios. Not because they're cynical. Because they're human and this 
is what humans do.

Silence creates uncertainty. Buzzwords create distance. Honest, human conversa-
tion builds trust.

Communicate Early, Often, and Like a Human

The Power of Inclusive Communication

When I became CEO of TransLoc, we didn't have a defined culture. Don’t get me 
wrong, we had a culture. But like many companies, we had a culture that had 
emerged on its own. Nobody had taken the time to define the 
culture and then try to build that culture. It was ignored, 
so a culture just happened all on its own. 

Parts of it worked, and parts of it didn't.

So instead of walking in and declaring what 
our values and culture were going to be, I 
brought the whole company into the process. 
Together, we defined not just who we were, but 
who we aspired to be.

It wasn't fast or perfect. But it was real. And more impor-
tantly, it made every future conversation about change feel 
grounded in something shared, not something handed down from above.
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That's what communication around AI needs to feel like now. Not a presentation. A 
conversation. Not a performance. A relationship.

Moving Beyond Corporate Speak

Generic reassurances don't work because people don't just want to be comforted, 
they want to be respected. They want to know what's really happening. They want 
to understand what it means for them. They want to feel like they're part of the 
process, not just subject to it.

Clarity builds comfort. Honesty builds trust. Buzzwords build resistance.

1. Have we talked with our employees about AI, or just crafted a mes-
sage for them?

2. What questions or fears are likely swirling that no one's saying out 
loud?

3. Are we defaulting to top-down announcements instead of honest 
dialogue?

4. What messages are our silence or vagueness sending?

Questions for Reflection

Leading with Transparency

"You're going to hear a lot about AI. Let's talk about what it means here, 
and how we want to approach it together."

Prompt #1

"We don't have everything figured out yet. But we'll share what we know, 
what we're exploring, and where we'd love your input."

Prompt #2

"We're not trying to 'manage change' from a distance. We want to 
do this with you, not to you."

Prompt #3

Use these prompts in all-hands, small group discussions,
or written updates:
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Going Deeper with AI

"Draft a transparent message I can share with employees about our 
early thinking around AI, using a warm and honest tone."

Prompt #1

"List the top emotional concerns employees may have around AI—and 
how to speak to each one with empathy."

Prompt #2

"Help me create a framework for two-way communication so 
employees can ask questions or share feedback as we roll out AI 
initiatives."

Prompt #3

Prompts to help you shape more human-centered communication:
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Growth, Not
Replacement

Principle #4

Training programs often teach the tools. But if you don't address what people are 
feeling, they won't use them.

Most companies understand they need to train people to use AI, so they set up 
product walkthroughs, demos, workshops. That's the technical part.

But here's what most leaders miss: When you introduce AI into someone's job, you're 
not just introducing a tool. You're introducing a shift in identity.

People wonder: "Am I still needed?" "Will I be replaced?" "Do they even care what I 
think about this?"

When you don't create space to answer those unspoken questions, trust breaks 
down, even if the training is perfect on paper.

Upskilling Isn't Just Technical. It's Human

The Identity Challenge

I once worked with a company where a software rollout was technically excellent. 
They had great documentation, sharp demos, even one-on-one 
support.

But after the training, employee feedback 
revealed something unexpected: Anxiety had 
gone up, not down.

People weren't resisting the tool. They were 
resisting the feeling that no one had considered 
them in the process.
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We changed the approach. We brought in team leads to share how they were per-
sonally using the tools. We started training with the "why", not just the "how." We 
invited feedback, honored concerns, and made it clear that this was about making 
people stronger, not making them obsolete.

Same tools. Same content. Very different results.

Because when people feel seen, they show up differently.

Beyond Technical Training

Effective upskilling addresses three levels:

1. Technical: How to use the tools
2. Strategic: How this changes their role and impact
3. Emotional: How they fit into the company's future

Most programs stop at level one. The companies that succeed go deeper.

1. Are we just teaching software, or helping people evolve their roles 
with support and trust?

2. Have we made it clear that upskilling is an investment in them, not a 
cost-cutting move for us?

3. Are we using language that motivates people, or leaves them quietly 
worried?

4. What assumptions are we making about how people feel right now?

Questions for Reflection
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Leading with Growth

"Let's talk about what this helps you do better, not just what the tool 
does."

Prompt #1

"What's one thing about this change that excites you, and one thing that 
feels hard?"

Prompt #2

"We're not asking you to become experts overnight. But we are 
committed to helping you grow in a way that's meaningful and 
sustainable."

Prompt #3

Use these prompts to bring humanity into your training conversations:

Going Deeper with AI

"Help me create a training plan that builds employee confidence 
and trust in AI, not just technical proficiency."

Prompt #1

"What are common emotional responses to AI-driven change, and how 
can I speak to them with care in my communication?"

Prompt #2

"Generate a set of team conversation starters to help employees 
reflect on how AI can support, not replace, their strengths."

Prompt #3

Prompts to help you design trust-first training initiatives:
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Include the
Influence Network

Principle #5

Your most powerful change agents aren't always your biggest supporters.

It might sound counterintuitive, but it’s true. After all, conventional wisdom says to 
rally the champions, spotlight the early adopters, and ride the wave of enthusiasm.

But if you want deep, lasting change — the kind that actually sticks — this might be 
the most overlooked move in your entire playbook: Skeptics don't slow you down. 
When you invite them in, they move you forward.

Enlist the Skeptics, Not Just the Champions

The Hidden Influence Network

When organizations roll out AI initiatives, the default playbook looks like this: Get 
early buy-in from senior leaders, identify internal champions, build momentum 
through excitement.

That's not wrong. But it's incomplete.

Some of your most powerful change agents aren't 
enthusiastic supporters at all. They're the emotionally 
influential skeptics. These are the people others watch 

quietly. They may not have a title or speak up in 
meetings, but they have something more powerful: 

trust.

When they're unsure, the whole company hesitates. 
When they believe, everyone leans in.
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Turning Skepticism into Strength

In one company I worked with, the leadership team had identified several "champi-
ons" to lead their rollout. These were high performers, open to experimentation, 
excited about the future.

But adoption stalled.

When we looked closer, we saw something interesting: a handful of frontline man-
agers weren't vocally resisting, but they weren't bought in either. They weren't loud. 
They weren't negative. They were cautious and respected. Their teams noticed.

So we did something different. We invited those skeptics into the process: Brought 
them into pilot groups, asked them to challenge the assumptions, gave them real 
influence over what happened next.

They didn't turn into cheerleaders overnight. But they started asking better ques-
tions. They shared their own journeys from doubt to insight. And when they did, 
adoption didn't just improve — trust soared.

1. Who are the quietly influential skeptics in your organization — the 
ones others turn to when they're unsure?

2. Have we invited those people into the process early, or are we trying 
to "win them over" after the fact?

3. Are we afraid of skepticism, or treating it as a sign of care and 
thoughtfulness?

4. Are we creating space for people to change their mind, and cele-
brating when they do?

Questions for Reflection
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Leading with Inclusion

"We want this to work for you, which means we need to hear from 
you. What's your honest take?"

Prompt #1

"What concerns do you have that we haven't addressed? Let's explore 
those first."

Prompt #2

"If this isn't a clear yes for you yet, that's okay. Let's figure out why 
together."

Prompt #3

Use these prompts to spark more inclusive change:

Going Deeper with AI

"What questions should I ask my team to identify quietly influential 
skeptics and understand their concerns about AI?"

Prompt #1

"Help me create a plan to include skeptical but respected team 
members in our AI rollout process in a way that feels meaningful, not 
performative."

Prompt #2

"Write a short internal message that invites thoughtful critics to join 
an AI pilot group—emphasizing that their perspective is valued, not a 
threat."

Prompt #3

Prompts to engage skeptics more effectively:



The Hidden Cost of Over-Automation

I worked with a leader who proudly told me their 
customer onboarding process had been fully auto-

mated. It used to take a team of account manag-
ers five days. Now, it took 90 minutes.

"Impressive," I said. Then I asked, "What's your 
customer retention rate?"

Silence.
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Intentional
Boundaries

Principle #6

Just because you can automate something doesn't mean you should.

AI gives us incredible leverage. It saves time, cuts costs, eliminates errors, and 
accelerates progress.

But too often, efficiency becomes a reflex, not a decision. And before long, compa-
nies start automating things they never meant to lose: Trust. Culture. Customer 
connection. Human creativity.

The best leaders don't just ask, "Can we automate this?" They ask, "What's the cost 
if we do?"

Because some things move faster with AI. And some things only move because 
humans are behind them.

Not Everything Should Be Automated
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Turns out, early churn had increased dramatically. Not because the automation 
didn't work, but because something essential had gone missing: A human voice. A 
moment of genuine connection. A chance to ask a question that wasn't in the flow-
chart.

So we reintroduced a single human checkpoint: A 15-minute welcome call. It added 
just a small delay, but restored something invaluable. Retention climbed. Customer 
feedback improved. And trust came back online.

Creating Your Automation Philosophy

Before you automate, define what you're protecting. What experiences are too 
important to outsource? What moments build the relationships that matter most? 
What parts of your work reflect your values in ways that only humans can?

This isn't about being anti-technology. It's about being pro-purpose.

1. Are we automating intentionally, or automatically?
2. What parts of our experience shouldn't be automated because they 

build trust, relationships, or brand loyalty?
3. Do we have a clear framework for deciding what to keep human, or 

are we just chasing efficiency?
4. Are we explaining why we're drawing the line where we are?

Questions for Reflection
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Leading with Intention

"Let's define the moments in our customer or employee experience 
that need to stay human, even if automation is available."

Prompt #1

"If we automated this process, what would we lose that we can't 
get back?"

Prompt #2

"Let's shift the question from 'How much can we automate?' to 
'What do we value enough to protect?'"

Prompt #3

Use these prompts to help your team protect what matters most:

Going Deeper with AI

"Help me create a decision-making framework that balances 
automation opportunities with human values like trust, culture, and 
connection."

Prompt #1

"What are signs that we may have over-automated a process, 
and how can we assess its impact on customer or employee 
experience?"

Prompt #2

"Generate questions we can use as a team to discuss which parts of 
our work are best done by humans, and why."

Prompt #3

Prompts to help you evaluate automation decisions strategically:
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Consistent
Connection

Principle #7

If you don't say the why, people invent their own.

Many AI initiatives fail not because of technology problems, but because of commu-
nication breakdowns. When people don't understand what's happening, why it's 
happening, or how they fit into the picture, trust evaporates.

The problem isn't just resistance to change. It's resistance to ambiguity. To irrele-
vance. To being left behind.

Create a Communication Rhythm That Builds Trust

The Communication Vacuum

One company I worked with launched a massive transformation. They had every-
thing in place: vendor partners, internal resources, even training programs.

What they didn't have was a communication plan.

So while teams were quietly testing tools and 
pushing automation forward, no one was telling 

the broader organization: What the vision 
was, how decisions were being made, what 

would happen next, and most importantly, 
how employees fit into the picture.

The result? Rumors spread. Morale dipped. 
And leaders started getting hit with unex-

pected turnover — not from the bottom, but 
from key talent in the middle.

We didn't fix it by over-explaining the tech. We fixed it by 
creating a consistent, transparent communication rhythm: Weekly 
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updates, clear project goals, real-time feedback loops, and honest, open answers 
to hard questions.

Within weeks, people started leaning in again—not because everything was 
resolved, but because they finally felt included.

Building Your Communication System

Effective communication around AI transformation isn't a campaign, it's a relation-
ship. It requires consistency, authenticity, and the willingness to say "I don't know" 
when you don't know.

People don't just understand leaders don't always have answers to every question, 
they respect you for being honest with them and telling them when you don't know 
the answer. What they won't accept is you ignoring them or being dishonest.

1. Are we communicating consistently, or only when something breaks?
2. Are our messages focused on what the tech does, or how it impacts 

our people?
3. Have we created ways for employees to ask questions and offer 

input, or is this a one-way stream?
4. Are we measuring project progress and team confidence?

Questions for Reflection

Leading with Consistency

"What are the three most important questions our people are 
probably asking right now, and are we answering them?"

Prompt #1

"What updates do we owe the organization this week, even if the 
answer is, 'We're still figuring this out'?"

Prompt #2

"Where are we assuming people understand the plan, but haven't 
actually confirmed it?"

Prompt #3

Use these prompts to realign communication with trust
and transparency:
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Going Deeper with AI

"Help me design a simple weekly communication cadence for our 
AI initiative that balances transparency, clarity, and progress."

Prompt #1

"What are the most common questions employees ask during 
times of tech transformation, and how should we address them?"

Prompt #2

"Write a draft message that explains an AI-driven change in a way 
that builds trust and invites feedback."

Prompt #3

Prompts to help you improve communication and rebuild trust:
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Scale What Matters
Principle #8

AI can mimic tone. But it can't care. And in a world where more and more can be 
faked, caring is your competitive edge.

AI can write the email. Generate the slide deck. Even replicate your brand voice.

But it can't feel the urgency your customer is feeling. It doesn't stay up at night 
worried about delivering a great outcome and then connect with your customers. It 
doesn't feel joy, frustration, excitement, or ownership.

And while that may be a limitation of AI, it's your advantage.

Purpose, Passion, and Humanity Are Competitive Advantages

The Human Difference

Years ago, I led a small company in the education space. We were bootstrapped 
with a team of fewer than 10 people. One of our biggest competitors had raised 
close to $50 million, had more than 100 employees, and a team of incredibly smart 
people, some of whom I'd worked with in the past and respected deeply.

But when it came down to head-to-head deals, we won 
almost every time.

It wasn't because our tech was better. It wasn't because we 
had more features or slicker demos.

It was because we were obsessed with understanding and 
helping our customers — with their pain points, their goals, 
their lives. And because we cared so much, our passion 
showed up in everything: How we built. How we supported. 
How we communicated.
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Meanwhile, our competitor was focused internally, on scaling, revenue, and business 
metrics. Important things, yes. But they lacked soul. And the market felt it.

Using AI to Amplify, Not Replace

The goal isn't to choose between human and artificial intelligence. It's to combine 
them in ways that make you more human, not less.

AI should help you understand your customers better, communicate more clearly, and 
serve more effectively. It should free you up to do the things that only humans can do: 
build trust, show empathy, make tough judgment calls, and create experiences that 
people remember.

1. Are we still clear on what makes us human, and how that shows up in 
how we operate?

2. Are we building with our customers in mind, or focused on what's 
easiest to automate or measure?

3. Are we using AI to enhance our values, or are we unconsciously 
replacing the very things that made us trusted to begin with?

4. Do our employees still feel connected to our purpose, or is that start-
ing to fade?

Questions for Reflection

Leading with Soul

"What's the one thing we do for our customers that AI could never 
replicate?"

Prompt #1

"Are we using AI to serve our purpose, or just our KPIs?"

Prompt #2

"What parts of our company are too important to automate, even 
if we technically could?"

Prompt #3

Use these prompts to reconnect your strategy with your values:
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Going Deeper with AI

"Help me write a brief internal message to remind the team why our 
company's human touch matters—even as we expand AI usage."

Prompt #1

"What are creative ways we can reinforce our company's 
purpose and values as we roll out more AI tools and systems?"

Prompt #2

"Generate team reflection questions to help us assess how our use of 
AI aligns or conflicts with our core values.”

Prompt #3

Prompts to help leaders strengthen what makes their
company uniquely human:
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Continuous
Calibration

Principle #9

Success isn't just about efficiency gains. It's about whether your people and culture 
are stronger because of AI.

Most companies measure AI success through productivity metrics: time saved, costs 
reduced, errors eliminated. These matter. But they're not the whole story.

If you're only tracking operational improvements, you're missing the human impact 
— and the human impact determines whether your AI initiatives sustain or stall.

Measure What Matters, Including Trust

The Full Success Equation

Real AI success has three dimensions:

1. Operational: Are we faster, more accurate, more efficient?
2. Cultural: Are our people more engaged, confident, and empowered?
3. Strategic: Are we better positioned to serve customers and compete?

Most companies excel at measuring dimension one. Few even attempt dimensions 
two and three. But those are the dimensions that separate transformational 
change from incremental improvement.
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What to Measure

Beyond the obvious productivity metrics, consider tracking:

1. Trust levels: Regular pulse surveys on how people feel about AI initiatives

2. Adoption quality: Not just who's using tools, but how well they're integrating them

3. Skill development: Whether people feel more capable and valuable, not just more 
efficient

4. Customer impact: How AI changes (improves or hurts) customer relationships

5. Cultural alignment: Whether AI usage reflects and reinforces company values

The Feedback Loop

Measurement without action is just data collection. The goal is to 
create a feedback loop that helps you course-correct quick-
ly when something isn't working.

This requires honest assessment, open dialogue, and 
the willingness to change direction when the data — 
both quantitative and qualitative — tells you to.

The AI Success Equation
True AI transformation requires three interconnected dimensions

Operational

Speed, accuracy, efficiency gains

Cultural

Trust, engagement, empowerment

Strategic
Competitive advantage, customer value

Sustainable AI Success
Transformational changes that strengthen both performance and culture, creating lasting competitve advantage

Operational Metrics

Time saved per process

Error reduction rates

Cost optimization

Productivity improvements

Process automation success

Cultural Metrics

Employee trust levels

Skill development confidence

Change adoption quality

Team engagement scores

Leadership alignment

Strategic Metrics

Customer satisfaction impact

Market differentiation

Innovation acceleration

Revenue growth attribution

Competitive positioning

Most Companies Only Measure Operational Success

Without cultural and strategic metrics, you risk short-term gains that undermine long-term sustainability and trust
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1. Are we measuring the full impact of AI, or just the easy-to-track 
parts?

2. How do we know if our people trust what we're building?
3. Are we creating feedback loops that help us improve, or just tracking 

metrics for reporting?
4. What would "success" look like from our employees' perspective, not 

just leadership's?

Questions for Reflection

Leading with Measurement

"Beyond efficiency gains, how will we know if our AI initiatives are 
actually working?"

Prompt #1

"What questions should we be asking our teams to understand the 
human impact of these changes?"

Prompt #2

"How can we create a feedback system that helps us improve 
continuously, not just report progress?"

Prompt #3

Use these prompts to expand your success framework:

Going Deeper with AI

"Help me design a balanced scorecard for AI initiatives that 
includes operational, cultural, and strategic success metrics."

Prompt #1

"What survey questions can I use to regularly assess employee 
trust and confidence during AI transformation?"

Prompt #2

"Create a framework for collecting and acting on feedback about AI 
initiatives from both employees and customers."

Prompt #3

Prompts to help you build more comprehensive measurement systems:



34@Doug Kaufman, 2025Automated Consulting Group

Conclusion

If you've made it this far, you already know something most leaders are only begin-
ning to realize: AI isn't just another tool. It's a turning point.

It's not like the last wave of tech change — a faster system, a better dashboard, or a 
new automation tool. This is different. It challenges everything at once: What your 
company builds, how your teams work, what your customers expect, and what your 
people fear, or hope for.

You don't just need a new roadmap. You need a new way of leading.

Because the question isn't whether to adopt AI. It's whether your company will grow 
because of it — or lose what made it great in pursuit of it.

The Leaders Who Win 
This Moment Won't Just 
Understand AI. They'll 
Understand People.
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This Isn't a Tech Strategy. It's a Human One.

If you want to win with AI, you don't start with technology. You start with your 
people.

You lead with:
1. Foundation, so your strategy reflects your values

2. Unity, so your leadership team moves as one

3. Transparency, so people know what matters most

4. Growth, so change feels like investment, not replacement

5. Inclusion, so transformation happens with your team, not to them

6. Intention, so you automate purposefully, not reactively

7. Consistency, so trust builds over time

8. Soul, so AI amplifies what makes you special

9. Calibration, so you measure and adjust based on the full impact

These nine principles aren't theory. They're the real playbook for this moment, 
distilled from companies that got it right — and learned from those that didn't.

You don't need to become an AI expert. But you do need to become the kind of 
leader who sees technology as an accelerator — not a replacement —for what 
makes your company special.

Your Next Step

If you're feeling the pressure right now from your board, your peers, your 
team, or even yourself — pause.

You don't have to predict the future. But you do have to lead 
your people through it.

And the companies that will emerge stronger from this 
moment won't be the ones who moved fastest. They'll be 
the ones who moved intentionally.

The ones who led with courage. Who communicated with 
empathy. And who never forgot that human advantage isn't 
something to replace. It's something to scale.
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Final Reflection: From Insight to Initiative

As you close this book, take a moment, not to plan your next move, but to pause and 
reflect. Here are three questions to spark your own leadership transformation:

1. What are we protecting?  
What parts of our culture, values, or humanity must remain central, no matter how 
fast we move?

2. What are we inviting?
Where could AI be used not just to replace effort, but to unlock new potential for our 
people?

3. What am I modeling?
If my team watched only my actions — not my emails or announcements — what 
would they believe about how I view this change?

Let these questions guide your next conversation, your next decision, and your next 
opportunity to lead through this moment with both intelligence and heart.

The future belongs to leaders who understand that in a world where everything can be 
artificial, being genuinely human becomes the ultimate competitive advantage.

That's what this moment is asking of you. And after everything you've read, you 
already know where to start.


