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Introduction:  
Creating Meaningful AI 
Transformation 

Hello humans! 
For over two decades, I've had the privilege of guiding organizations all over 
the world through their most pivotal technological transformations — from 
nimble startups to Fortune 100 giants, from bustling retail chains to ground-
breaking healthcare systems. Through it all, one truth has remained constant: 
 
The most powerful technology isn't the one with the most features.  
It's the one that best aligns business goals with meaningful human ex-
periences. 

This guide distills hard-won insights from thousands of hours in boardrooms 
and strategy sessions, countless keynotes, and deep dives with teams on the 
frontlines of change. While no framework can promise to address every chal-
lenge you may face with generative AI, I hope these 
models give you meaningful ways to discuss with your 
team some of the most important things to do as you 
embark on your AI transformation journey. 
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Strategic Optimism: the BRIGHTER 
Model (From A Future So Bright) 
 

Be bold and honest about the fullness of the situation, even if it initially looks 

bleak, complex, or uncertain 

Recognize what matters (hint: this is meaning! So: meaningful experiences and 

human values) 

Identify what is going to matter (hint: this is where innovation comes in!) 

Go all in on hope as a tool of focus and refocus 

Habituate to change (meaning: get comfortable with ongoing evolution) 

Tune in with empathy to anticipate what needs to change 

Envision bold ways forward 

Resolve to work toward the best futures for the most people 
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Human-Centricity:  
From Digital Transformation  
to Future-Ready Innovation 

Strategy Canvas for Human-Centric AI Implementation 

PURPOSE STATEMENT
GENERATIVE AI 

POTENTIAL
HUMAN EXPERIENCE 

GOALS

Why does your 
organization exist, and 
what are you trying to do 
at scale?

How might 
generative AI 
amplify your 
purpose?

What meaningful 
experiences do 
you want to 
create?

BUSINESS GOALS
ORGANIZATIONAL 

CHALLENGES
AI OPPORTUNITY 

SPACES
SUCCESS 
METRICS

What are you 
trying to 
achieve?

What internal 
barriers 
exist?

Where can AI 
create most 
value?

How will you 
measure 
progress?

VALUES
STRATEGIC 
PRIORITIES

ETHICAL 
CONSIDERATIONS

IMPLEMENTATION 
ROADMAP

What 
principles 
guide 
decisions?

What 
matters 
most right 
now?

What guardrails 
need to be in 
place?

What are your 
first, next, 
later steps?
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Culture Transformation  
for AI Integration 

Hire for values, train for AI skills. 

Make AI tools human-centric and accessible. 

Adapt team structures to leverage AI capabilities while preserving human ex-
pertise. 

Use data to take a human-centric approach to workflow improvements. 

Make generative AI complement rather than replace human creativity and 
decision-making. 

Adopt a values-driven approach to leadership in an AI-augmented world. 

Design work systems that can be reshaped by AI and data in real time. 

Prioritize customer-facing AI applications as a source of competitive advan-
tage. 

Don't be afraid to make mistakes – embrace failure as a learning opportunity. 

Empower your employees to experiment with AI and solve problems in new 
ways. 
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Future-Readiness:  
the “What Matters Next” Model  
for AI Transformation 

Key Questions to Guide Your AI Strategy 

When we engage with clients, we apply our “What’s Next” strategic insights and foresights 

model, which includes the following elements: 

‣ What are the big, timeless, revealing questions, the guiding and framing questions, the 

insightful and meaningful questions? We believe meaningful questions are more 

impactful than sensible answers, if only because they can be revisited, asked again and 

again, and continue to point to additional ways of seeing possible answers and insights. We 

believe that when we ask better questions, we arrive at better insights and foresights. 

‣ What are the partial answers, the partial truths? 

‣ What are the synthesizing insights? The timeless insights? 

‣ What are the externalities, the trends, the change factors? 

‣ What are the timely approaches? 

‣ What are the bankable foresights? 

What are the big, timeless, revealing questions — the insightful questions, 
the meaningful questions? 

Think about the questions surrounding technology, culture, economy, work, climate, 

regulations, market maturity, and so on. Try to capture some of the biggest ones here. 

"Often the worst thing you can do with a difficult question is to try to answer it too 

quickly. When the mind is coming up with What If possibilities, these fresh, new ideas 

can take time to percolate and form." — Warren Berger, A More Beautiful Question 
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For example: 

‣ How can we use AI to enhance rather than diminish human potential? 

‣ What aspects of human expertise and creativity are most complementary to AI capabilities? 

‣ How do we ensure that our AI implementation aligns with our core values and purpose? 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

What are the partial answers, the partial truths? 

The set of answers here is likely too long to capture fully, but as you consider some of the 

findings, take note of some of the readily accessible partial answers:  

For example: 

‣ Some people fear AI will replace human jobs; some see it as a tool for augmentation and 

empowerment. 

‣ Some leaders focus exclusively on efficiency gains; others see AI as a catalyst for innovation. 

‣ Some implementations will fail quickly; others will evolve into transformative capabilities. 

Etc. Expect lots of partial answers that seem to contradict. 

 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 
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What are the synthesizing insights? The timeless insights? 

For example: 

‣ Both/and thinking is essential: AI can simultaneously create efficiency AND enhance human 

capabilities. 

‣ The most successful AI implementations balance technological possibility with human-

centered design. 

‣ Organizations that thrive will be those that use AI to amplify their unique purpose and 

values. 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

What are the externalities, the trends, the change factors? 

For example: 

Generative AI is having a moment, precisely because it challenges our 

understanding of creativity and knowledge work. The technology's ability to produce 

human-like content taps into deep questions about value creation, expertise, and 

meaning. Leaders must navigate legitimate concerns about bias, misinformation, and 

job displacement while harnessing AI's potential to augment human capabilities in 

unprecedented ways. 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 
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What are the timely approaches (for this company/organization as well as 
its customers/clients)? 

For example: 

‣ Strategic pilot programs that demonstrate clear business value while building internal 

capability 

‣ Cross-functional AI steering committees that balance technical, ethical, and business 

perspectives 

‣ Skill-building initiatives that empower employees to effectively collaborate with AI systems 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

What are the bankable foresights? 

For example: 

‣ Current interfaces (prompts, text boxes) won't necessarily be the interfaces of the future; 

multimodal interactions will evolve rapidly. Focus on the core value proposition rather than 

specific implementation details. 

‣ Organizations that integrate AI capabilities throughout their operations rather than treating 

them as isolated experiments will gain sustainable competitive advantage. 

‣ The winners will be those who use AI to enhance human potential rather than simply 

replace human labor. 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 

_______________________________________________________________ 
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The Now-Next Continuum 

In What Matters Next, we use the Now-Next Continuum to plot the past, the present, and the 

future and to examine what we know, what we might know, what we might predict, along with 

what mattered in the past, what matters now, and what is likely to matter in the future: 

What is known: 
‣ Current generative AI capabilities 

‣ Your organization's existing data assets 

‣ Your team's core competencies 

What is becoming knowable: 
‣ Emerging use cases and best practices 

‣ Integration patterns across business functions 

‣ Skill gaps and development needs 

Questions, Insights, Adaptation: 
‣ How might AI reshape your industry's fundamental assumptions? 

‣ What new value propositions become possible? 

‣ How must your organization adapt to thrive? 
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What is partly predictable: 
‣ Technology evolution trajectories 

‣ Regulatory responses 

‣ Competitive landscape shifts 

And the million dollar question is: 
What next actions do you need to take,  

what next decisions do you need to make  

to steer outcomes from probable to preferred? 
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What can you do to close the gap? 

In other words, what can you do to close the gap between where AI might naturally lead and 

where you want it to take your organization? 
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Models: Ways of Seeing  
AI's Potential 

In Homo Deus, Yuval Noah Harari wrote: 

"Knowledge that does not change behaviour is useless. But knowledge that changes 

behaviour quickly loses its relevance. The more data we have and the better we understand 

history, the faster history alters its course, and the faster our knowledge becomes 

outdated." 

Our goal, then, is knowledge within a trajectory; to help discover additional ways of seeing; 

to understand what we need to know to move us to the next stage of insight and decision-

making about AI's role in our organizations. 

We use a variety of models to accomplish this, from mind maps to timelines to scenario 

planning exercises. Whatever helps bring additional clarity and a shared frame of reference 

for everyone contributing to the success of your AI transformation. 

We hope that these tools shared throughout this guide have helped offer some additional 

ways of seeing for you and your team. 
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About KO Insights 

KO Insights is a strategic advisory firm committed to improving human experience at 
scale by helping leaders make better technology decisions that drive meaningful 
outcomes in complex and exponentially changing landscapes. 

World-leading organizations including Google, IBM, Microsoft, Adobe, and the UN turn to us 
for guidance in transforming technological complexity into meaningful advantage. Our 
expertise helps organizations navigate AI implementation, digital transformation, and 
emerging technologies with both optimism and clear-eyed wisdom. 

For advisory services, keynotes, or workshops on human-centered AI transformation, contact: 

Kate O'Neill 

kate@koinsights.com 

koinsights.com 

Thank you for making the future brighter!
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