~/

[

|

300 -200 -100

| T — e ey e e [ |

 —
5

| Engineering'thelEinal Gear
of Transformationt

A

— — i 4()
Pitch d. td
————— 1 20
—t——1 0
1 !
i RS AT
W % ‘.' P
"‘ ; .'.,‘ ‘,
a4

20

—

The Environment that
Sustains the Work.
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The Last Mile of Realized Value

, Factory
£/ produces.
& )" l_ - _l

— o
Technology
enables.
™ ]

[ _’l
Leadership
directs.

L ; |

#

adapt to, and sustain the

Q new ways of workmg i

You cannot mandate culture without navigating the first four gears.

] Helps teams understand [

Culture is the environment that sustains the entire transmission system.




If people do not believe it is
safe to use new Al or
automation, they won't.

/.,,o

Culture is not a poster or a
campaign. It is the repeated
behavior that teaches people what
the organization really values.

" "THE TI0 DEFINITION:

/;

Culture is what people believe

will happen if they tell the truth,

make a mistake, or try a new
way of working.
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The Ewdence '
o @ '

| Embeds new ways of working.

| Are people actually using the new
Al Use Case or automation today?

System logs, login rates, active
users.

THE BDUNDARY LINE ACTIUN VS ENVIRONMENT

| Sustains the behaviors that
‘| make habits last.

Do people trust the organization
enough to report issues, share
practices, and adapt?

Near-miss reporting, unvarnished

8| feedback, team norms.

|| Proving the environment is safe
'| enough to keep using it.
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The Mechanics of Trust: A Continuous Engine

Q"S.Ada.

.~ Update norms
based on evidence.

~ Make desired
norms visible.

Create safe
channels for truth.

(

— Align recognition
with desired behavior.

These are not isolated HR tasks. They form a mechanical chain. |
If one gear breaks, the environment becomes toxic to change. o

e ——— ————

— — p————— ——

y & . & & y
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Phase 1: Inputs — Emitting and Capturing the Truth

23 —N\

‘;:('.‘. —

K ‘ =] o
<! Behavior 1: Signal
) 4 u

G2 3, P — ¥

N

The Action:

Make the desired norms
visibie through leadership
behavior, messages,
choices, and rewards.

The Reality Check:
People watch what leaders

do more than what they say.
Culture starts with what gets

.Q\

The Action:

Create safe ways for people
jto raise concerns, confusion,
ideas, near-misses, and

The Reality Check:

If listening channels are
unsafe, fear drives
feedback underground.

' lessons. ﬂ
\ — . & 4

funded, who gets promoted, : ‘
| | || and what gets ignored. 5
N O 4 "y > B

|

N =
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Failures -

Exceptions i¢ \li'liltl
‘ // T*

Workarounds L')‘ g"

Wwill
o e

g

[ —

e —
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‘The Action: Turn experiments, failures, ‘The Action: Align recognition, management

exceptions, and successful use into shared
+ organizational learning.

attention, performance expectations, and
team routines with the desired culture.

The Mechanism: Normalize mistakes. If an
Al assistant fails, a learning culture treats the
4| failure as data to improve the system, not a
L reason to blame the user.

The Mechanism: Stop rewarding heroic
workarounds. Reward disciplined use, candor,
and shared lessons.
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Phase 3: Output — The Capability to Adapt

New Al Tools

W\ - 4,”-
o y. ’
\’.‘ o 9 A /
NG ) ; & ’

Strategy
Shifts

Workforce
Changes - \
= Behavior 5:

Adapt

‘Behavior 5: Adapt [ ©

- The Action:
Update norms as the organization
learns what creates value, trust, and

. better work.

The Synthesis:
II' Culture is never finished. As Al evolves
and business realities shift, the Adapt

node ensures the organization’s
norms update dynamically.

Trust is sustained because the
system proves it can handle new
realities without breaking.

P =




The Architecture of Culture: Tangible Outputs

350

)

he Engine Exhau

Output 2: The Code st

Culture Signals Map Leadership Behavior Learning and Speak-Up Rhythm
Visualizes the current environment Commitments The practical, scheduled forums for

The documented, visible behaviors

safety and truth-telling.
leaders must execute.

and hidden fear points.

| —

]

=
&)
S
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Al FEAR —

INGENTIVE _—
CONFLICT

BARRIER

Output 1: The Culture Signals Map

Al FEAR

What it is: F)
A mapping of the current signals people |

___ INCENTIVE . _ :
CONERKCT actually receive about learning, risk,
AR\ sarery candor, and trust. Tl §
A~ BARRIER

What it reveals (The Red Nodes)'

r-Wammg 1: W Wammg 2 Wammg 3]

1 Conflicting
bpomgd&n gtea‘k illﬁ “mcentwes (0. ' 'Adoptlon barriers
told to innovate,

tied to lack of
Al replace me?) but punished for psychological
eariy 1a|Iures) safety. |] 1 |
\:—_.

L \_a‘-

- = N Why it matters:
e \ ) It makes the invisible visible. You cannot
——6 - = ) \S& 4l manage an environment you refuse to see.
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Output 2: Leadership Behavior Commitments

REQ:
MONTHLY
REVIEW

VISIBLE
PRACTICE
POINT

1.~ j o=

(TIo

LEADERSHIP

jt

BEHAVIOR SCHEMATIC

SUODGESS

VISIBLE coummsmsﬁ

3| EXECUTION PROTOCOLS Ny

L e
W T

&

SUPPORT MECHANISMS ™y 3

VRS
-
’

CULTURE~FUNDING
INTERFACE

‘ G\e TIO Standard: ‘ﬁ

Defines the few visible behaviors
leaders and managers will practice

We embrace
Al innovation.

Visible Commitment

Leaders will conduct

L monthly Near-Miss reviews
) where early Al failures are
rewarded as learning
opportunities, not penalized

as performance flaws.
) ’

Connects culture directly to funding
decisions, recognition practices, and

exacted consequences.
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Output 3: Learning and Speak-Up Rhythm

WEEKLY MONTHLY QUARTERLY LESSONS SPEAK-UP

LEARNED SESSION

| Operational Mechanisms:

e N

What it is:

il sy

{* Issues Log:

Tracking questions and
concerns to closure, proving that
speaking up leads to visible '
improvements.

£+ Show-and-Tells: Q

Normalizing the sharing
of successful Al A
| experiments across silos.

Practical, mechanical

ways to share lessons, ask

questions, and report

{| concerns. Trust requires
Lscheduled forums.

£} Near-Miss Reviews: (<

\ Blameless
| oy || post-mortems on
/ W | y ¥\ o~ . .
l@ automation failures. ==
\Q 7 o~
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Executive Evidence Rules: Verifying the Environment

[TIO Assessment Rule: Do not score Environment based on presence. Score it based on active use and impact.]

/-/ 80 2¢)
-ll'l |
ACTIVE SIBNALS FAPS: , ' : \ A (‘NARO BOESTIONS: | 'y o B i A [ ADOPTION RATES: J
VERIFIED Y e BR e RAISED W/ E = \ \ \B ' IMPROVED 100 8/ '
+. |LEADERSINP CONFITHENTS: | — Y ' . -~,‘g‘;"- o, | NEAR-NIES REPORTS: ; iy ‘ > o "7 N\ ofhe | GROSS-TEAN LERRNING: y
. DOCUHENTED 2 /Y ' &P\ O\ N\t ACTIVE /1 4 T NG \ O\ \&*a FASTER
LEARNIND FORUMS: V') ' 1l o A N\ ; UNVARNISHED ISSUES: : Z g OPERATIONAL RISKS:
% SCHEDULED " 2\ 0o S\ ESCALATED 5 o) \ RN REDUCED

45
P

o -

> <
’/A

Are the tools built? ' | ' Is the safety real? | Is it working?

Look for active signals maps, - Look at whether people actually . ) Look for improved adoption
documented leadership : : ask hard questions, report near- ' rates, faster cross-team
commitments, and scheduled | misses. and raise unvarnished : . learning, and fewer hidden
learning forums. o | |- 4= issues. Silence is a red flag. <1 ald | T operational risks.

A\ Bottom Warning: Do not measure posters. Measure trust. A\




The Culture Maturity Scale (0 to 5)

" Level 5 - Optimized: Continuous adaptation. People learn, speak up, §
_ use judgment, and protect trust as a matter of normal, everyday work. 4

" Level 4 - Managed: Culture is actively managed through 3
_ adoption evidence, risk reporting, and team routines.

o

“ Level 3 - Defined: Culture expectations are %
learning forums exist, hor priority changes.

“ Level 1 - Ad-Hoc: Depends on personalities. 1
_Some leaders encourage learning, but it localized.

,m Level 0 - Absent: Fearand |
- guessing. People hide issues
., and wait for direction.

20 - ' Y M T T v L E g . »-!7 4 - aNot_ - kLM




The First Move: Monday Morning

: ® %)
Ask the Hard Question: Map the Environment:
Ask teams what they are afraid | |} Identify three current signals

to try, say, or question regarding | B il | that help the desired behavior, ||
new Al/automation tools. and three that block it.

® o)
Commit to One Behavior: |

Define one highly visible Launch one practical
leadership behavior that g || learning forum (a near-miss
proves the environment is : review or show-and-tell)

safe for learning. = this month. .~

Final Takeaway: Protect your most valuable asset: human judgment.
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