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Al Adoption in 4 Ps Quick Guide

A Human-Centered Path from Systems to Impact

Al adoption does not happen through technology alone. It requires a cultural shift rooted in
experimentation, empowerment and people-centered practices. Just as fluency in a new
language comes from practicing, making mistakes and using it in real conversations, fluency in
Al comes from daily use, not one-time training. The Al Adoption in 4Ps model builds on proven
change management and adult learning principles and extends a well-established language
teaching methodology known as the “3 Ps” (Presentation, Practice and Production) with a
critical first stage: Pick. This stage recognizes that adoption starts from the ground up.
Understanding what people on the front lines need from Al tools and involving them early in the
selection process builds ownership, confidence and momentum that make the rest of the
journey possible. Together, the four stages (Pick, Present, Practice and Produce) create a
human-centered roadmap for helping teams move from awareness to adoption.
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1. Pick: Choose Tech with the Frontline in Mind

Most Al failures start here. Organizations choose tools based on features instead of workflow fit.
The Pick phase reframes selection as a collaborative, evidence-driven process that builds trust
early. In this phase, organizations:

e Ground decisions in real workflow friction by listening directly to frontline employees and
validating insights across teams.

e Establish early responsible-use expectations and lightweight governance to reduce
ambiguity and risk.
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e Include a diverse set of end users in vendor demos and small pilots to ensure tools work
for real scenarios, not theoretical ones.

e Communicate the purpose, process and expected employee role to build alignment and
psychological safety.

e Prepare leaders with clarity on their responsibilities so messaging stays consistent
across teams.

The Pick phase ends with an organization that understands its real workflows, its cultural
readiness and the criteria needed to select tools that employees will actually use. This phase
builds credibility fast and prevents the costly cycle of buying tools teams later abandon.

2. Present: Train People on What the Tech Can Do & How to Use It

The Present phase is where enterprise training, demos and tool use expectations are set. This
phase emphasizes:

e Transparent communication about chosen tools, how decisions were made and what
employees can expect next.

e Workflow-based demonstrations tailored to each function so employees immediately see
relevance.
Simple, clear responsible-use guidelines to reduce fear and inconsistent practices.
Bite-sized learning to maintain momentum without overwhelming people.
Early behavioral expectations so employees and leaders know what “good Al usage”
looks like.

e Strong partnership between IT and L&D teams to ensure tool rollouts and training are
effective for adult learners.

Present closes the gap between knowing what a tool does and being ready to apply it. It builds
confidence, reduces anxiety and sets teams up for a meaningful Practice phase instead of a
stalled one.

3. Practice: Enable Comfort & Experimentation at the Team Level

Practice is the pivotal phase where adoption either accelerates or dies. This phase turns training
and curiosity into real-world usage and habits by helping teams experiment with Al in the work
they are already doing. This on-the-job experimentation brings the confidence and competence
necessary for Al tools to deliver impact. The key to success in this phase is structure. Teams
are not told to just “go experiment,” instead they get:

e Facilitated team Al activation sessions to redesign team ways of working and identify
real use cases.
Clear expectations for documenting experiments and sharing insights.
On-the-job learning support like peer coaching networks and superusers who help
unblock teams.
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e Enterprise support mechanisms like an Al community of practice, office hours, prompt
libraries and learning channels so learning is supported and no team experiments in a
silo.

e A simple experimentation dashboard that highlights momentum, blockers and
participation across teams.

The Practice phase gives employees permission to try, fail, learn and improve. It creates local
ownership while giving leaders visibility into where support is needed.

. A Critical Transition Where Many Companies Get Stuck

Many organizations skip from the Present phase to the Produce phase by training people on
tool capabilities and telling them to immediately deliver measurable business impact. They fail
to spend adequate time and create the structure needed in the Practice phase where real
adoption happens.

To make the leap from implementing technology to building a culture of adoption, companies
should run a fast-follow with team-level Al activation sessions after training. Activation
sessions are facilitated, workshop-style team sessions that encourage team level use case
identification and shared agreements on how the team will build in time for experimentation,
share learning, celebrate wins and help each other with challenges. Without this transition,
organizations risk treating Al adoption as a one-time event instead of an ongoing behavioral
shift.

4. Produce: Measure & Reward Impact

The final phase, Produce, shifts the organization from learning to long-term value creation.
While the Practice phase focuses on building confidence and competence with Al tools, the
Produce phase focuses on measuring impact and embedding behaviors that sustain
Al-enabled ways of working. Organizations in Produce:

Highlight early wins and connect them to strategic priorities to maintain momentum.
Measure results from experiments to identify workflows that are ready to scale.
Introduce simple, meaningful KPlIs tied to business impact such as revenue, time
savings, quality improvement, cycle time reduction and customer outcomes.

e Align incentives by integrating Al-enabled behaviors into leadership expectations,
recognition systems and performance management.
Establish structured feedback loops with IT to ensure tools evolve with real work.
Set long-term learning and experimentation cadences that keep capability alive over
time.

The Produce phase marks the shift from small, local experiments to enterprise-level capability
building grounded in measurable return on investment.
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Why the Al Adoption in 4Ps Model Works

The 4Ps framework is intentionally simple on the surface and operationally robust underneath. It
gives organizations a clear narrative while enabling disciplined execution.

Most importantly, it shifts Al from a top-down technology rollout to a bottom-up cultural
transformation.

Pick builds trust

Present builds confidence
Practice builds capability
Produce builds impact

Together, they create a sustainable Al-enabled organization where people feel empowered, not
threatened, and where leaders can point to measurable value instead of vague optimism.

Want help turning the 4 Ps into action at your company? Contact EnableWork Consulting for
help: info@enableworkconsulting.com | LinkedIn Heidi Jaors
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https://www.linkedin.com/in/heidi-j-a052343/

