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Every business transformation ultimately rises or falls on one outcome: margin 

improvement. There are only two durable ways to improve margins. Organizations 

can lower costs through efficiency, or they can increase pricing power through 

differentiation.

Generative AI (GenAI) has dramatically accelerated the first lever. It automates tasks, 

compresses timelines, and can reduce labor costs. These efficiency gains are real. 

However, as AI becomes broadly used, its margin benefits will be constrained.

This is for two reasons. First, the homogeneity of GenAI output undermines the 

differentiation businesses need to create competitive distinction. Second, absent 

training and clear role matching, human workers are unlikely to separate themselves 

from GenAI’s sameness.

Therefore, what determines success in the AI era is not whether an organization 

adopts GenAI, but whether it preserves and expands differentiation while doing so.

This white paper advances a simple argument: GenAI drives efficiency, but Original 

Intelligence drives profitability. Sustainable AI transformation requires deliberately 

pairing AI’s cost-reduction power with the human capacity to create value that 

competitors cannot easily replicate.

Hupside’s Hupchecker provides the first operational system to allow organizations to 

identify and capture human-derived novelty. By measuring Original Intelligence 

Quotient (OIQ) alongside Personal Originality Value Intensity (POVI) and Role 

Originality Value Intensity (ROVI), organizations can align talent, roles, and operating 

models to capture both margin levers simultaneously: lower costs and higher pricing 

power through differentiation. 

Executive Summary
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Margin-Led Framework for Sustained Competitive 
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The OIQ is a direct predictor of an individual’s key attributes for performance in a 

Post-AI organization:

• Predilection to create differentiable output.

• Likelihood of using AI, and other tools, to create differentiable output.

• Tolerance for ambiguity, optimism, self-reliance and resilience.

• Consistency in performance across varying roles.

Measurement of a person’s OIQ, combined with understanding constraints on their 

ability to exercise it, is the mechanism through which organizations can obtain the 

efficiency gains of AI while maintaining or increasing pricing power. OIQ is the only 

business metric that matters for the Post AI organization.
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AI has rapidly become the dominant 

efficiency technology of modern 

enterprises. Where it is being adopted, 

there is significant data 

demonstrating that it accelerates 

execution, increases knowledge 

output and can substitute for human 

labor in specific functions and roles. 

Accordingly, there are significant 

economic advantages for 

organizations to use GenAI to gain 

efficiency benefits.

There are, however, several emerging 

trends that are preventing many 

GenAI deployments from generating 

expected benefits. These are due to 

the following primary reasons:

• Resistance to adoption by 

individuals: “what’s in it or me?” 

“Why work with something that is 

just going to take my job?”

• Efficiency gains are being 

experienced as increases in output, 

but decreases in utility (i.e., “work 

slop”).

• Organizational fatigue: “Every week 

IT has another AI tool for me to use, 

and the ones I already have are too 

much to handle.”

• Failure to promulgate successful 

adoption across the organization.

• Ineffective matching of AI and job 

role.

Accordingly, even for organizations 

with high AI adoption rates, durable 

improvements in profitability remain 

elusive. The issue is not execution. It is 

using GenAI and humans together 

more effectively. 

Why Current AI Adoption Strategies are 
Often Failing to Create Advantage
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There is a growing awareness that GenAI has a predisposition to information 

homogeneity. It is an architectural limitation that is being reinforced by AI 

Narcissism – GenAI being trained on AI generated output. While there are promises 

being made of future development GenAI to the point where it can overcome these 

limitations, these improvements, if possible, are not evident today. Moreover, GenAI 

has an additional limitation: when it generates something novel—something that 

hasn't been seen before—that novelty is absorbed into the model and becomes 

available to everyone. This is the concept of “shared novelty” where what is novel to 

a single human observer is not in fact novel. 

Even if GenAI eventually overcomes its current limitations, the complexity and cost 

of developing and deploying these models will likely lead to two outcomes: owners 

of proprietary AI systems will either reserve the highest levels of performance and 

novelty for themselves or ration access to those capabilities based on customers’ 

ability to pay. This means that while only AI homogeneity is a challenge for 

businesses today, the likelihood of GenAI being at best a long-term source of 

differentiation for only a small number of highly capitalized businesses is very 

strong.

For both reasons, nearly all businesses who adopt GenAI as an efficiency tool will 

see their margins compress as competitors adopt similar tools. A race to the 

bottom of efficiency in the long run will result in a new equilibrium where AI-enabled 

businesses are producing fungible output and little differentiation.

Why GenAI Adoption On its Own Causes 
Long Term Value Erosion

6



Where Differentiation Actually Comes From

If AI drives convergence, the next question is straightforward: where does true 

novelty come from, and how will most businesses differentiate?

That differentiation comes from people — specifically from Original Intelligence (OI): 

the human capacity to generate ideas that fall outside AI’s statistical center.

Original Intelligence is not creativity as a personality trait or a cultural aspiration. It is 

economically relevant originality: reframing problems, making unexpected 

connections, and producing insights that cannot be easily replicated by the same 

probabilistic engine competitors are using.

This reframes a debate often treated as cultural or ethical. Retaining humans in the 

value creation loop is not about optics or social responsibility. It is about economics.

Organizations that suppress or fail to deploy human originality may achieve short-

term efficiency gains, but they sacrifice differentiation, and with it, pricing power.
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Original Intelligence as a Strategic Variable
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In an AI enabled enterprise, the technology value stack includes four components: data, 

infrastructure, AI systems, and Original Intelligence. As AI dominates the first three layers, 

OI is the defining source of differentiation. Where efficiency becomes ubiquitous — the 

spoken promise of AI — few organizations will succeed by competing on efficiency 

alone. Differentiation through OI is becoming increasingly important.

The mix between the four components will vary by the business model and strategy of 

an organization. For example, the use of AI agents will, if successfully deployed, result in 

a higher value add portion being derived from AI systems spend, and likely a lesser 

focus on Original Intelligence. Conversely, a business model that relies upon expert 

insight will incorporate a higher level of Original Intelligence in its technology value 

chain to provide for differentiation. 

Due to the inherent limitations of AI, Original Intelligence will always be required in the 

portion of a business model that requires real differentiation. This is why OI is always 

part of the value stack in a post-AI organization, though most organizations have yet to 

recognize it. What will differ is the degree and style in which each individual’s OI 

capabilities match their role. This means that effectively matching the individual’s 

capability for Original Intelligence to their role becomes more important, not less, post-

AI deployment.

It also means that organizational units will need to optimize the relationship of OI and AI 

to maximize return on investment. When organizations systematically measure 

originality capability using the Hupside framework, they can design teams and 

workflows that amplify human creativity and encourage effective utilization of AI’s 

efficiency benefits to ensure that AI augments rather than replaces OI.



How Original Intelligence Relates to Successful AI Adoption 

Original Intelligence, as an objective outcome of human creativity and problem-

solving, is a demonstrable predictor of an individual’s: 

• Ability to create differentiable output on their own.

• Ability to use AI, and other tools, to create differentiable output.

• Tolerance of ambiguity and their optimism, self-reliance and resilience.

• Consistency in performance across varying roles.

Understanding an individual’s competency in these areas allows for multiple 

benefits in the context of using Original Intelligence to enhance differentiation, 

including:

• Matching individuals with job roles and responsibilities to enhance value creation 

opportunities, with or without using AI.

• Matching training with individual originality approaches to drive higher AI 

adoption rates and more discriminating use.

• Providing a sense that individuals are being valued, rather than as an asset to be 

substituted for. AI becomes an “and” rather than an “or” conversation.

• Matching data governance and use structures to an individual’s AI 

competencies.

• Monitoring performance for AI overreliance and homogenized output.

• Addressing changes in workflows and individual output with introductions of 

subsequent GenAI models or tool adoptions.
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Measuring What Creates Differentiation 

Originality cannot be managed if it is not measured. Traditional performance 

metrics are obsoleted by the emergence of GenAI. Rubric based assessments can 

be “gamed” by use of GenAI. They cannot objectively measure human performance 

when AI is in use. They do not identify who expands the idea space or where 

differentiation originates.

 

Hupside’s Hupchecker is the first original intelligence discovery infrastructure 

platform that addresses this gap by prospectively measuring how individuals 

generate originality when AI is available.

Hupchecker’s proprietary Original Intelligence infrastructure measures human 

performance against GenAI on the same task, identifying those who exceed GenAI’s 

baseline and typical output. In doing so, these people demonstrate their individual 

approach to creating original output. Hupchecker uses short, engaging problem-

solving challenges to identify individual original competencies and approaches. 

Each response is mapped into an evolving idea space that includes the baseline 

and variable responses derived from GenAI. 

Hupchecker provides objective measurement of divergence from AI norms and 

generates for the observer three important data points to approach AI adoption 

and utilization on an individual basis: OIQ, Role Originality Value Intensity (ROVI) and 

Personal Originality Value Intensity (POVI).
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OIQ measures an individual’s capability to generate ideas beyond AI’s statistical 

center. High-OIQ individuals expand conceptual boundaries; lower-OIQ individuals 

align more closely with AI-derived output.

Crucially, OIQ captures how people use AI — not whether they use it. Individuals who 

treat AI as an accelerant to their own thinking demonstrate higher OIQ than those 

who accept AI output verbatim.

OIQ represents the raw originality capacity an individual brings into an AI-enabled 

environment. Individuals who apply originality to the use of GenAI break out of AI 

sameness to providing original output.

Using OIQ scores, we can get to a level of specificity to allow for more effective team 

building, training and job matching in a post AI environment. This occurs by 

identifying how an individual demonstrates OI through a distinct cognitive pattern — 

an OIQ Type. 

Original Intelligence Quotient (OIQ)
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OIQ Type Core 
Description Strengths Development 

Focus
Organizational 

Applications

Expander

Ventures 
beyond current 
idea space to 
explore new 
frontiers

Vision, risk-
taking, 
conceptual 
breadth

Strengthen 
execution and 
focus

R&D, foresight, 
disruptive 
innovation

Connector

Links disparate 
ideas to reveal 
new 
relationships

Systems 
thinking, 
collaboration

Deepen synthesis 
and integration

Cross-functional 
strategy, 
innovation labs

Augmenter

Builds on 
established 
ideas to create 
enhancements

Continuous 
improvement, 
adaptive 
thinking

Push beyond 
incrementalism

Product iteration, 
process 
improvement

Focal

Concentrates 
on refining and 
optimizing 
existing ideas

Precision, 
discipline, goal 
alignment

Broaden 
perspective; 
avoid over-
constraint

Project 
management, 
compliance, 
structured AI use

OIQ and OIQ types together set up a baseline that predicts individual adaptability to 

using AI and applying it under AI-assisted conditions. Areas of application include, for 

example, where to target AI-readiness training and how to customize training for 

maximum benefit. As another example, identify likely early adopters and laggards and 

create cross type teams to maximize learning adoption and communication. 

Hupchecker identifies 4 distinctive human patterns for applying OI in their role 

performance. The four primary OIQ Types are provided below. 



OIQ Type Risk Description Risk Type Mitigation Strategy

Expander

Likely to use AI 
aggressively, pushing 
boundaries beyond 
compliance or 
standard practices

Informational/ 
Strategic Risk

Governance protocols; 
pair with Connectors or 
Augmenters in 
review/roles

Connector

May over-integrate AI 
outputs, leading to 
“concept sprawl”

Operational/ Culture 
Risk

Structured frameworks; 
clear output validation 
criteria

Augmenter

Uses AI for small 
improvements only; 
underuses creative 
potential

Opportunity Risk Upskill in prompt 
engineering and 
divergent thinking

Focal

May uncritically accept 
AI outputs, reducing 
oversight and 
innovation

Cognitive/ quality risk Critical thinking 
training; human-AI 
review loops

They can also be used to identify specific individual risks based on OIQ type to 

successful AI use on an objective  basis. Examples of these risks are shown below.



When deploying AI in an organization, the application of an individual’s capacity for 

Original Intelligence requires additional measurement. This is the specific individual's 

level of autonomy to exercise OI in their current role. The more autonomy an 

individual has to create new ideas within their role, the more likely their Original 

Intelligence will emerge and create differentiation. Looking at individual autonomy 

allows management to identify where they might have a mismatch in OI and 

autonomy to exercise OI.

Role Originality Value Intensity (ROVI) ranks the level of autonomy an individual has 

in a role by categorizing them in a continuum of individual role responsibility. In 

general, someone who works on their own without supervision has a higher degree 

of autonomy than someone who works in a group, and a senior leader has more 

ability to influence an organization than an entry level team member. This provides 

a baseline for the expected autonomy of an individual based on their role.

Personal Originality Value Intensity (POVI) recognizes that organizations can differ in 

the level of autonomy assigned to a role. For instance, there are undoubtedly CEOs 

with less autonomy than an engineering lead in some organizations, and places 

where a help desk manager can have greater discretion than a sales manager. 

Using POVI and ROVI to assess organizational opportunities and constraints. POVI 

and ROVI allow for the organization’s cultural approach to autonomy to emerge. 

They surface unique situations within an organization that differ from expected 

constraints, and when used together with OIQ provide a meaningful measurement 

of an individual’s opportunity to provide business differentiation within their current 

role. As an example, a high ROVI with low POVI suggests an over-constrained 

environment, and low ROVI with high POVI could signal an employee that is 

disengaged or an individual that is overperforming their role. 

Combining POVI and ROVI provides a granular analysis of the originality potential for 

an individual in their organizational role. The higher the combined score the greater 

potential for Original Intelligence. 

Individual Autonomy Measurement
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Used OIQ together with POVI and ROVI 

provides additional organizational 

insights: 

• OIQ vs. POVI: Is originality capability 

being enabled or constrained?

• OIQ vs. ROVI: Is originality capability 

aligned with the role’s 

differentiation demands?

The data signals from Hupchecker 

provide a broad range of uses within 

an organization to enhance value 

differentiation from human 

involvement. 



Measuring Readiness and Identifying Resistance 

Baseline OIQ, OIQ types, POVI and ROVI to establish an AI Readiness Index for each 

business unit or the organization as a whole. Surface individual attributes to predict 

readiness. Some potential applications: 

• High OIQ (Expanders with high ROVI and POVI: more likely to be natural early 
adopters, but also potentially require oversight and AI governance constraints.

• Higher OIQ (Expanders and Connectors) with low ROVI and POVI: individuals likely 
to be frustrated by AI adoption mandates without opportunity to innovate.

• Higher OIQ (Expanders and Connectors) with high ROVI or POVI: individuals more 
likely to be early adopters and disseminate best practices. 

• Middle OIQ (Connectors and Augmenters) with low POVI: individuals likely to be 
frustrated to a greater or lesser extent by AI adoption mandates without specific 
training on AI within defined constraints.

• Lower OIQ (Augmenters and Focals) with high ROVI or POVI: individuals more likely 
to produce AI-reliant content without adequate training and governance.

• Low OIQ (Focals) with low ROVI or low POVI: individuals most likely to resist or 
underperform without autonomy interventions or specific training based upon 
their role.

Some Recommended Application of OIQ and 
ROVI into Change Management and AI 
Transformation
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AI Transformation as a Talent and Change Management Problem

AI transformation fails when leaders confuse adoption metrics with behavioral 

change. Logging into tools does not equal cognitive engagement.

Traditional change-management models divide employees into early, middle, and 

late adopters. While directionally useful, these categories lack diagnostic precision 

in AI contexts.

Hupchecker replaces intuition with evidence. By measuring originality and 

autonomy prospectively, leaders can:

• Predict adoption patterns before rollout.

• Identify where autonomy loss will trigger resistance.

• Sequence change rather than forcing uniform adoption.

• Target training, role redesign, and governance precisely.

This reframes AI transformation as a talent alignment problem, not a 

communications problem.

Hupchecker and the Hupside framework allow leadership to engage individuals in a 

shared exercise of transformation. There is no “wrong answer” to an assessment of 

individual OI, it differs only in how it is exercised by the individual. Moreover, the 

message that AI is best used as an adjunct to individual originality, not as a 

substitute, allows for the adoption of AI to move from an “either/or” conversation to 

an “and” conversation. Allowing individuals to participate in the assessment and 

provide feedback on their perceptions of their autonomy further reinforces a sense 

of participation and individual empowerment. This can mitigate internal resistance 

to AI adoption that is currently framed by a fear of obsolescence. Hupside reframes 

the discussion: data proves where OI creates distinctiveness, and application of its 

results allows roles and individuals to match and to maximize the benefits of AI.
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Because there are proven cognitive risks to overreliance on AI, and because the 

capabilities of AI continue to increase, continued measurement of OIQ, POVI and 

ROVI will allow an organization to keep pace. Some recommended metrics include 

ongoing measurement of:

• Improvement in POVI and OIQ scores.

• Higher ROVI and OIQ correlation with innovation KPIs.

• Reduced homogenization in AI-assisted output reflected in maintenance of OIQ 

scores after deployment.

• Changes in OIQ after introduction of new AI tools.

AI Transformation as a Margin Strategy

AI transformations fail when leaders equate tool adoption with value creation. 

Logging into systems does not generate pricing power.

When originality is measured and matched to roles deliberately, organizations can:

• Predict who will adopt AI in value-expanding ways.

• Redesign roles to protect differentiation.

• Sequence change to avoid homogenization.

• Capture efficiency gains without sacrificing pricing power.

This reframes AI transformation as a margin strategy and not a technology rollout.

Sustaining AI Transformation Impact and Avoiding Sameness



GenAI makes work faster, cheaper, and more 

uniform. In that environment, originality 

becomes scarce, and that scarcity is what 

creates pricing power. The organizations that 

win in the AI era will be those that deliberately 

embed Original Intelligence into their operating 

models while using AI everywhere else to 

remove friction and cost. They will benefit from 

both margin levers at once: lower costs and 

higher willingness to pay.

Hupchecker provides the measurement 

infrastructure to make this possible at scale, 

giving organizations a systematic way to identify 

and deploy Original Intelligence where it drives 

the most value.

Conclusion
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For consulting firms, the AI moment represents both a risk and a category-defining 
opportunity. Clients are no longer asking whether to adopt AI; they are asking why their 
investments have not produced durable advantages and how to avoid becoming 
interchangeable with competitors using the same tools. This shift changes the consulting 
value equation.

1. Clients Are Moving from Adoption to Value Capture

The first wave of AI consulting focused on experimentation, tooling, and pilot programs. 
That phase is largely complete. By 2026, most enterprise clients already have access to 
leading models and embedded AI capabilities across their software stack.

The new mandate is value capture. Boards are pressing management teams to explain 
how AI investments translate into margin expansion, differentiation, and defensible 
outcomes. Consultants who remain positioned around implementation alone risk being 
seen as commoditized delivery partners rather than strategic advisors.

Original Intelligence reframes the conversation—from deploying AI to capturing 
advantage from it.

2. Efficiency-Led Engagements Are Becoming Indistinguishable

AI has flattened traditional consulting differentiation. Frameworks, benchmarks, slideware, 
and even strategic narratives are increasingly generated, or at least shaped, by using the 
same models clients can access themselves.

As a result, efficiency-led engagements compress fees and shorten perceived value 
windows. When every firm can deliver faster analyses and polished outputs, speed is no 
longer a premium offering.

Differentiation now depends on helping clients preserve what AI erodes: originality, 
judgment, and pricing power. Consulting firms that can credibly diagnose and scale these 
human advantages regain strategic relevance.

3. Talent Blind Spots Are Now a Client-Level Risk

Clients consistently underestimate how much AI success depends on who is involved and 
not just what is deployed. Without objective ways to identify who expands the idea space, 
organizations default to hierarchy, tenure, or polish when selecting AI leaders.

This creates predictable failure modes: stalled adoption, cultural resistance, and 
homogenized output that undermines differentiation. Consultants are increasingly pulled 
into remediation efforts that could have been avoided with better upfront diagnosis.

Hupchecker gives consulting partners a way to surface AI-ready talent, originality 
bottlenecks, and role mismatches early, thereby turning intuition into evidence.

Appendix A: Why Now — Consulting Partner 
Edition
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4. Human Differentiation Is Becoming the Core Advisory Layer

As AI absorbs analytical and executional work, the highest-value consulting shifts 
upstream. Clients need help designing operating models where AI drives efficiency and 
humans drive differentiation.

This requires new diagnostics: - Where does originality actually originate in the 
organization? - Which roles require high differentiation versus disciplined execution? - 
Where is originality being suppressed, misallocated, or wasted?

By integrating Original Intelligence metrics—OIQ, POVI, and ROVI—consulting firms can 
anchor transformation programs in measurable human advantage rather than abstract 
change narratives.

5. The Window to Establish Thought Leadership Is Open—but Closing

Most consulting firms acknowledge AI homogenization, but few can measure it or 
operationalize a response. This creates a short-term opportunity for partners who can 
bring clients a defensible point of view and a proprietary diagnostic layer.

Embedding Original Intelligence into AI transformation engagements allows consulting 
partners to:

• Differentiate offerings in a crowded market.
• Extend engagement scope from implementation to operating model design.
• Strengthen fee durability by anchoring work to margin outcomes.
• Produce repeatable, evidence-backed insights clients cannot generate alone
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Stage Setting

• Establish human-focused guiding principles

• Communicate risks of AI-induced sameness

• Frame AI as value expansion, not labor substitution

Phase 1 — Prepare

• Define business outcomes and in-scope workflows

• Establish governance and escalation routes

• Run a Hupchecker baseline across affected populations

Phase 2 — Pilot and Learn

• Assign pilots to high-OIQ individuals

• Train Augmenters and Connectors for scale

• Provide originality training to team leaders

• Re-assess OIQ to benchmark learning

Phase 3 — Scale and Embed

• Build mixed-profile teams intentionally

• Publish role-aligned “rules of success”

• Measure shifts in OIQ and idea-space expansion

• Reinforce norms through communities of practice

Phase 4 — Sustain and Improve

• Periodically reassess OIQ, OIQ Types, POVI and ROVI

• Retain and develop high-impact profiles

• Refresh guardrails to avoid AI evaluator bias

• Publicize ROI using business and originality metrics

Appendix B: A Talent-Led AI Change Playbook

Change Phases
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Measuring Progress & ROI

Leading indicators

• Adoption by workflow

• Time-to-proficiency

• Shifts in OIQ and idea-space diversity

• Employee trust and engagement

• Originality included in hiring and promotion

Lagging indicators

• Cost-to-serve improvements

• Differentiated revenue growth

• Retention of high-impact talent

• AI-enabled EBIT contribution
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