


CHANGE MANAGEMENT

IN THE AGE OF AI

A Handbook for Business Leaders

Compiled and Edited by:

Sylvanity AI Board

https://sylvanity.eu

1st Edition, October 2025



Copyright © 2025 Sylvanity B.V. All rights reserved.

No part of this publication may be reproduced, distributed, or transmitted in

any form or by any means, including photocopying, recording, or other electronic

or mechanical methods, without the prior written permission of Sylvanity B.V.,

except in the case of brief quotations embodied in critical reviews and certain

other noncommercial uses permitted by law.

ISBN: 9798271761027

https://www.sylvanity.eu/



Contents

Preface viii

1 AI Revolution 1

1.1 What Is AI in Practice . . . . . . . . . . . . . . . . . . . . . 2

1.1.1 From Headlines to Workflow . . . . . . . . . . . . . 2

1.1.2 How AI Learns and Improves Decisions . . . . . . . 2

1.1.3 AI Help in the Flow of Work . . . . . . . . . . . . . 4

1.1.4 How AI Returns on Investment . . . . . . . . . . . . 4

1.2 Four Pillars of AI for SMEs . . . . . . . . . . . . . . . . . . 5

1.2.1 Value Alignment . . . . . . . . . . . . . . . . . . . . 5

1.2.2 Data and Platforms . . . . . . . . . . . . . . . . . . 6

1.2.3 People and Ways of Working . . . . . . . . . . . . . 6

1.2.4 Governance and Trust . . . . . . . . . . . . . . . . . 7

1.3 The Strategic Imperative . . . . . . . . . . . . . . . . . . . 9

1.3.1 Compounding Learning and Competitive Reality . . 9

1.3.2 Customer Expectations and Cycle Time . . . . . . . 9

1.3.3 First Mover Fluency and Scale . . . . . . . . . . . . 9

1.3.4 Risk, Portfolio Discipline and Culture . . . . . . . . 10

2 Foundations of Change: Classical Models 13

2.1 Lewin’s Force Field Analysis . . . . . . . . . . . . . . . . . 14

2.1.1 Seeing the System as Forces . . . . . . . . . . . . . . 14

2.1.2 Building the First Force Map . . . . . . . . . . . . . 15

2.1.3 Shifting Forces with Micro Interventions . . . . . . . 17

2.1.4 Keeping the Field Fresh and Measured . . . . . . . . 18

2.1.5 Lewin’s Three-Stage Model of Change . . . . . . . . 18

2.2 Kotter’s Eight Steps . . . . . . . . . . . . . . . . . . . . . . 19

2.2.1 Urgency that People Feel . . . . . . . . . . . . . . . 19

iii



2.2.2 A Coalition that Decides and Does . . . . . . . . . . 20

2.2.3 A Vision People Can See . . . . . . . . . . . . . . . 21

2.2.4 Communicate the Vision Everywhere . . . . . . . . . 22

2.2.5 Remove Obstacles and Enable Action . . . . . . . . 22

2.2.6 Create Short-Term Wins . . . . . . . . . . . . . . . . 23

2.2.7 From Wins to Wider Change . . . . . . . . . . . . . 23

2.2.8 Anchoring Without Freezing . . . . . . . . . . . . . 24

2.3 ADKAR Model . . . . . . . . . . . . . . . . . . . . . . . . . 25

2.3.1 From Awareness to Desire . . . . . . . . . . . . . . . 26

2.3.2 Turning Knowledge into Ability . . . . . . . . . . . . 26

2.3.3 Reinforcement that People Feel . . . . . . . . . . . . 27

2.3.4 Diagnosing ADKAR Gaps in Real Time . . . . . . . 27

2.4 Synthesis: No Single Model Suffices . . . . . . . . . . . . . . 28

3 Why Classic Change Models for AI Adoption Fail in SMEs 29

3.1 The Founder’s Shadow . . . . . . . . . . . . . . . . . . . . . 30

3.2 The Scarcity Mindset . . . . . . . . . . . . . . . . . . . . . 31

3.3 The Illusion of Informality . . . . . . . . . . . . . . . . . . . 32

3.4 Incompatible Tools and Documentation with Daily Work . 33

3.5 The AI Accelerator . . . . . . . . . . . . . . . . . . . . . . . 34

4 Human Responses to AI Change: Commitment, Confor-

mity, and Safety 35

4.1 Commitment Types . . . . . . . . . . . . . . . . . . . . . . 36

4.1.1 Continuance Commitment and the Cost Calculus . . 36

4.1.2 Normative Commitment and the Pull of Duty . . . . 37

4.1.3 Affective Commitment and the Pull of Meaning . . . 39

4.1.4 Diagnosing and Shifting the Mix . . . . . . . . . . . 40

4.1.5 From Resistance to Commitment . . . . . . . . . . . 41

4.2 Conformity Dynamics . . . . . . . . . . . . . . . . . . . . . 42

4.2.1 Compliance as a Starting Point . . . . . . . . . . . . 42

4.2.2 Identification with Respected Peers . . . . . . . . . . 43

4.2.3 Internalization and Value Congruence . . . . . . . . 44

4.2.4 Designing the Arc from Rule to Norm to Identity . . 45

4.3 Psychological Safety . . . . . . . . . . . . . . . . . . . . . . 46

4.3.1 What Safety Looks Like in AI Work . . . . . . . . . 46

4.3.2 Leader Behaviors that Create Safety . . . . . . . . . 46

4.3.3 Guardrails, Transparency, and Agency . . . . . . . . 47

iv



4.3.4 Measuring and Maintaining Safety . . . . . . . . . . 48

5 The Human Journey Through AI Change 50

5.1 The Change Curve . . . . . . . . . . . . . . . . . . . . . . . 51

5.1.1 Anticipation and the Honeymoon of Novelty . . . . 51

5.1.2 The Dip: Disruption, Fatigue, and Signal Overload . 52

5.1.3 Climb: Competence, Confidence, and Flow with AI . 52

5.1.4 Measuring the Curve in Real Work . . . . . . . . . . 53

5.2 Cognitive Dissonance and Sensemaking . . . . . . . . . . . . 54

5.2.1 When Models Disagree with Memory . . . . . . . . . 54

5.2.2 Narrative Repair and Data Stories . . . . . . . . . . 56

5.2.3 Sense-making Rituals in the Flow of Work . . . . . . 56

5.2.4 Coaching Micro Patterns that Close the Gap . . . . 57

5.3 Habit Disruption and Transitions to New AI Enabled Routines 58

5.3.1 Breaking Cues and Redesigning Context . . . . . . . 58

5.3.2 Endings: Letting Go with Dignity . . . . . . . . . . 59

5.3.3 The Neutral Zone: Ambiguity as a Workspace . . . 59

5.3.4 Beginnings: Commitment to the New Way . . . . . 60

5.3.5 Sustaining Routines with Feedback and Care . . . . 60

5.3.6 Markers: Rituals and Artifacts that Anchor . . . . . 61

6 The AI Agile Change (AAC) Framework 62

6.1 Phase 1: Diagnose and Envision . . . . . . . . . . . . . . . . 63

6.1.1 AI Change Readiness Assessment . . . . . . . . . . . 63

6.1.2 Walk the Day and Find Real Candidates . . . . . . 65

6.1.3 See the Data You Already Have . . . . . . . . . . . . 66

6.1.4 State Boundaries Before You Build . . . . . . . . . . 67

6.1.5 Name Owners and Partners . . . . . . . . . . . . . . 67

6.1.6 Plan for Uncertainty with Scenarios . . . . . . . . . 68

6.1.7 Capture the Vision on One Page . . . . . . . . . . . 68

6.2 Phase 2: Mobilize and Empower . . . . . . . . . . . . . . . 69

6.2.1 Form a Network People Trust . . . . . . . . . . . . . 69

6.2.2 Make Roles and Rhythm Explicit . . . . . . . . . . . 70

6.2.3 Design Motivation and Remove Friction . . . . . . . 71

6.2.4 Keep One Simple Story . . . . . . . . . . . . . . . . 71

6.2.5 Teach Skills in the Flow . . . . . . . . . . . . . . . . 72

6.3 Phase 3: Execute and Learn . . . . . . . . . . . . . . . . . . 72

6.3.1 Work in Small Batches with Fast Feedback . . . . . 73

v



6.3.2 Run Thirty Day Pilots in the Flow . . . . . . . . . . 73

6.4 What If It Goes Wrong . . . . . . . . . . . . . . . . . . . . 74

6.4.1 KPIs: Guiding Progress Through Measurement . . . 75

6.5 Putting It All Together . . . . . . . . . . . . . . . . . . . . 77

7 Augmenting and Anchoring AI Change 78

7.1 Embedding and Sustaining AI Gains . . . . . . . . . . . . . 79

7.1.1 From Quick Wins to Durable Gains . . . . . . . . . 79

7.1.2 Organizational Health . . . . . . . . . . . . . . . . . 80

7.1.3 Align Systems . . . . . . . . . . . . . . . . . . . . . 81

7.1.4 Short Weekly Rhythm . . . . . . . . . . . . . . . . . 82

7.1.5 FAQs:Reducing Uncertainty Through Clarity . . . . 82

7.1.6 Clear Decision Rights . . . . . . . . . . . . . . . . . 83

7.2 Leadership Stance in an AI Workplace . . . . . . . . . . . . 83

7.2.1 From Expert to Experimenter . . . . . . . . . . . . . 83

7.2.2 Managing by Outcomes . . . . . . . . . . . . . . . . 84

7.2.3 The Ninety Second Update . . . . . . . . . . . . . . 85

7.3 Governing for Trust and Safety . . . . . . . . . . . . . . . . 85

7.3.1 Practical AI Ethics . . . . . . . . . . . . . . . . . . . 85

7.3.2 Bias and Accountability . . . . . . . . . . . . . . . . 86

7.3.3 From Principles to Daily Practice . . . . . . . . . . . 86

7.3.4 Regulatory Basics for Leaders . . . . . . . . . . . . . 87

7.4 Putting It Together at Harborview . . . . . . . . . . . . . . 88

8 Your SME as a Learning Organism 90

8.1 Living in the Slush: Managing Continuous Change in the AI

Era . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 91

8.1.1 The End of Refreezing: From Stability to Dynamic

Stability . . . . . . . . . . . . . . . . . . . . . . . . . 91

8.1.2 Leading Through Perpetual Change . . . . . . . . . 92

8.1.3 Balancing Structure, People, and Governance . . . . 92

8.1.4 Building the Adaptive Organization . . . . . . . . . 93

8.1.5 The Human Anchor: Adaptability Itself . . . . . . . 94

8.2 Conclusion: Leading in Motion . . . . . . . . . . . . . . . . 95

A Force Field Analysis Template 97

A.1 Driving Forces . . . . . . . . . . . . . . . . . . . . . . . . . 97

A.2 Restraining Forces . . . . . . . . . . . . . . . . . . . . . . . 97

A.3 Action Planning . . . . . . . . . . . . . . . . . . . . . . . . 98

vi



B Change Readiness Diagnostic 99

B.1 Purpose . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 99

B.2 Leadership Readiness . . . . . . . . . . . . . . . . . . . . . . 99

B.3 Infrastructure Readiness . . . . . . . . . . . . . . . . . . . . 99

B.4 Cultural Readiness . . . . . . . . . . . . . . . . . . . . . . . 100

B.5 Resource Readiness . . . . . . . . . . . . . . . . . . . . . . . 100

C AI Opportunity Audit Checklist 101

C.1 AI Opportunity Audit Checklist . . . . . . . . . . . . . . . 101

C.1.1 Process Characteristics for AI Readiness . . . . . . . 101

C.1.2 Functional Area Assessment . . . . . . . . . . . . . . 102

D AI Vision Canvas 104

D.1 Vision Statement . . . . . . . . . . . . . . . . . . . . . . . . 104

D.2 Stakeholder Benefits . . . . . . . . . . . . . . . . . . . . . . 104

D.3 Success Metrics - 18 Months . . . . . . . . . . . . . . . . . . 104

D.4 Strategic Pillars . . . . . . . . . . . . . . . . . . . . . . . . . 105

References 106

vii



Preface

This book is a practical, leadership-oriented guide for navigating the orga-

nizational change that comes with the adoption of AI. In an era filled with

confusing headlines, it is hard for leaders to know where to start. This

handbook is designed to cut through that noise and offer a clear path, es-

pecially for leaders and managers in small- and mid-market businesses. It

is part of the Sylvanity Essential AI & Automation Series, which we created

to empower individuals and SMEs to travel successfully through the age of

AI.

We have distilled the essential, time-tested concepts of change manage-

ment, but we look at all of them through the unique window of Artificial

Intelligence. This is not just another book on change; it is a guide to the

human dynamics of AI adoption. We firmly believe that this is, at its core,

a human challenge, not just a technical one. That is why we have placed

such a deep emphasis on the psychology of change: what your people are

feeling, why they might resist, and how to build the commitment, trust,

and psychological safety needed for real success.

We also know you are busy. We have tried to make this handbook

concise and to the point, while still being complete. You will not find

abstract theory or dry lists. Instead, we use a continuous narrative of stories

and practice to make the concepts stick. You can read it cover-to-cover or

just dip into the chapters you need right now.

This guide comes from the Sylvanity AI team, and we bring decades of

combined experience in both artificial intelligence and organizational man-

agement. We have seen firsthand what works and what doesn’t. Although

this book is designed to be a comprehensive guide, we know that every busi-

ness is unique. Our team is always ready to provide further consultancy to

help you apply these ideas to your specific situation.

Finally, this work is a conversation. We would be genuinely happy
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to have your feedback on how this handbook helped you and what we

can improve for the next edition. We welcome your valuable comments at

info@sylvanity.eu. We hope it gives you clarity and confidence to lead the

way.

With best regards,

The Sylvanity AI Board

October 2025
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