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EMPOWERING OPERATIONS EXECUTIVES

The COO Playbook:
Preparing Your

Company’s Culture for Al

Adoption

A six-step operating approach to build an Al-ready
organization with behaviors, skills, and systems together
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Introduction:

Companies don’t struggle with Al because the technology is confusing. They struggle
because they try to install it into an organization designed for human-only work.

When that happens, employees worry about job security, managers keep reviewing
busywork, and leaders measure activity instead of outcomes. So the company ends
up with tool usage but no productivity gain.

The COQO’s role is not to “roll out Al.”

It is to redesign how work happens while making people feel safe doing it.
Al adoption succeeds when three things change together: identity, behavior, and

workflow.
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Section 1: Anchor Al in Mission & Leadership Intent

Al must feel like a continuation of the company’s purpose, not a sudden shift in direction.
Translate mission language into work expectations:

For example:

Mission Statement Al Meaning in Practice

Customer excellence Faster and more accurate outcomes
Innovation Continuous small improvements
Empower employees Better decisions, not more effort
Operational excellence Less manual repetition

Data-driven Evidence before decisions

Define the leadership message:

Al removes mechanical work so humans spend more time on judgment,
collaboration, and improvement.
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Section 1: Anchor Al in Mission & Leadership Intent

Clarify expectations early:
e Al augments roles
e Humans own outcomes
e Decision quality matters more than effort

Reflection Questions:
1.1f Al worked perfectly, what would employees stop doing?
2.What parts of work actually create value here?
3.Where does effort currently substitute for clarity?
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Section 2: Connect Al to the Vision

Vision statements describe a future identity. Al should be framed as the mechanism that
Mmakes that identity achievable.

For example:

Vision Statement Al Meaning in Practice

Become the industry’s most trusted partner Al reduces errors and increases consistency
Scale without losing quality Al protects standards as we grow

Be a learning organization Al accelerates knowledge sharing

Move faster than competitors Al shortens decision cycles

Deliver predictable outcomes Al improves forecasting and risk detection
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Section 3: Update the “How We Work” Philosophy

Every company has unwritten rules:

Capture:
e Good employees know the answers

Managers approve everything

Experience outranks evidence

Busyness equals value

Knowledge equals job security

Al breaks these assumptions. So leadership must replace them deliberately.
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Section 3: Update the “How We Work” Philosophy

Create a short operating philosophy tied to mission & vision:

Old Identity = New Identity

Old Cultural Assumption Al-Aligned Replacement
Expertise = knowing Expertise = asking better questions
Work = producing Work = deciding

Value = effort Value = outcomes

Leaders review work Leaders improve thinking
Information power Shared clarity power

This is the cultural bridge between mission and Al behavior.
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Section 4: Adjust the Company Narrative

People adopt change based on story, not logic.

The wrong narrative:
“Al will help productivity.”

The right narrative:

“We’'ve always said we want to be a company where people spend time solving meaningful
problems, not chasing information. Al removes the mechanical work so we can finally
operate the way we intended.”

Now Al becomes fulfillment, not disruption.

Reflection Questions:
e How would you rewrite your company narrative to reflect Al adoption?
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Section 5: Embed It Into Decisions and Recognition

If mission alignment is real, you’ll see it in what gets praised.

Tie recognition to the mission:

Reward employees for:
e improving a workflow

shortening turnaround time

improving decision clarity

documenting knowledge

preventing an issue before it occurred

Not for:
e working late
e heroic saves
e rework

» Culture shifts when status shifts.
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Section 6: The COO Alignment Statement

You want a consistent explanation leaders can reuse:

“Our mission hasn’t changed. Our expectations haven’'t changed. What's changing is the
amount of mechanical work required to meet them. Al helps us spend more time on
judgment, collaboration, and improvement, the things we always said mattered most.”

If employees hear that enough times and see it reinforced, resistance drops dramatically.

Deliverable:
e Write your personal alignment statement.
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Conclusion: Why This Matters To COOs

Companies run into trouble with Al when it feels like it clashes with who they think
they are. It lands as a side project, a tech experiment, or the latest leadership
obsession, something separate from how the company actually operates. But when Al
clearly reinforces the company’s purpose and values, it stops feeling foreign and starts
feeling obvious.

At that point, you're not launching a new initiative. You're putting the company’s
stated beliefs into action. And once employees see that connection, they don’t adopt
it because they have to. They adopt it because it feels like progress they can take
ownership of.
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