
Co-evolving with AI  
Paper #2  

AI Futures and Culture
A Practical Framework for

Leaders and Culture Practitioners



Co-evolving #2

A d a p t i v e  C u l t u r e s  ©  2 0 2 6  •  w w w . a d a p t i v e c u l t u r e s . c o 1

Artificial intelligence is rapidly shifting from a
technical capability to a defining feature of how
organisations think, decide, and create value.
While much of the current conversation remains
focused on model capability and tooling, a
deeper pattern is emerging: in many
organisations, cultural and governance capacity
has become the primary constraint on
meaningful AI value, more so than 
technology itself. 

This paper explores two forces that appear to be shaping
very different AI futures: 

How economic and decision power are distributed 
How effectively organisational cultures adapt and
evolve 

Together, these forces give rise to four plausible
trajectories: 

Cyberpunk Collapse — high extraction, low cultural
adaptation 
Multipolar Stagnation — pockets of progress without
systemic impact 
Managed Decline — safe but gradually eroding 
The Regenerative Commons — adaptive, distributed,
and requiring active stewardship 
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Early signals suggest many large organisations are already
drifting toward Multipolar Stagnation, where isolated AI
successes fail to translate into enterprise-wide
transformation or early failures are not necessarily
translating into applied learnings. 

The invitation for organisations is therefore not simply to
deploy AI faster, but to deliberately cultivate the cultural
conditions that allow these technologies to be absorbed
wisely, responsibly, and at scale. 

What follows offers a practical lens to help organisations
sense where they may be today, and where more
deliberate action may be required. 



How AI has Shaped Us So Far
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Artificial intelligence has moved in just a few years from
largely background infrastructure to a central
protagonist in the 2020s story of work, value, and risk.
From codifying expert judgement in medical diagnosis
and chemical analysis in the 1960s and 70s, AI shifted
into large-scale pattern detection.  From the 1990s and
2000s, AI increasingly operated in the background,
powering web search, recommendation engines,
personalised advertising (sometimes comically off-
base), voice recognition, and fraud detection.  

Today’s AI systems, embedded in everyday tools, are
positioned as the next great productivity engine, already
accelerating writing, analysis, and knowledge synthesis
for knowledge workers in fields from customer service
to consulting and software development. 

At the same time, AI is beginning to act as a coach,
sounding board, synthesiser, peer reviewer, and thought
partner, well beyond its earlier role as a decision-
support tool. What this means is that AI doesn’t just
change what we can do. It also influences and exposes
how we think, decide, learn, and trust. 

And yet, a familiar pattern remains: technology is
outrunning the cultures that must hold it. The central
leadership questions are shifting from “What can AI do
for us?” to: 

What kinds of human systems are we cultivating as
we build with AI? 
What kind of future are we creating, and is that the
future we really want for society? 
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The future we create is not predetermined. The actions and
choices of individuals, organisations, and governments will
profoundly shape the trajectory of AI’s impact. 

While many futurist perspectives broadly agree that AI will
significantly improve productivity and reduce the cost of
goods, views diverge sharply on what this will mean for
society. Two areas of significant difference are Economic
Distribution (who benefits and who decides?) and Cultural
Adaptation (how do we adapt?). The questions of who
benefits and who decides also affect the individual in
everyday work, as AI begins to influence the power
dynamics implicit in who is the source of knowledge,
judgement or authority. 

AI Futures

To explore these areas further, and what it means for
leaders and culture practitioners, we have developed the
scenarios below. They build on a tradition of futures and
systems-thinking work exploring how technology, culture,
and power interact. The structure echoes classic 2×2
scenario methods used by futurists such as Sohail
Inayatullah, while the focus on AI, data, and institutional
adaptation draws on more recent perspectives from
thinkers including Alex Pentland and Kate Raworth. 
What follows is a structured map of plausible futures that
can guide strategic choices about how we shape AI-
enabled organisations. These futures are framed by two
critical uncertainties: 

AI economic and power distribution 
Cultural adaptability 

These futures are starting points for thinking, not
destinations. Organisations will move between them over
time as leadership choices, incentives, and external
conditions shift. The scenarios function as a sense‑making
tool, helping leaders recognise drift, identify intervention
points, and deliberately influence direction. 



AI Economic and 
Power Distribution 
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The extent to which power and economic outcomes are
distributed will have a profound impact on AI’s societal
effects. While these dynamics play out at a societal
level, the scenarios in this paper focus on how they
manifest inside organisations. 

Low distribution — concentrated power 
In a future where AI economic and power distribution
are low, agenda-setting power is concentrated in a
handful of firms, individuals, and wealthy states.
Governance often becomes framed mainly as risk
management for innovation rather than public purpose.
Public participation is limited, and there is weak
attention to distributional or environmental harms. 

Iniside institutions, AI tends to be deployed in a way
that controls workers, maximising profitability for the
benefit of a select few. It can also obscure
environmental and social costs. Decisions are
centralised in management, with little transparency or
recourse. While this may seem bleak, history suggests
such models can persist longer than expected when
vested interests are at play or when short-term
productivity gains mask deeper cultural damage. 
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High distribution — distributed power 
In a future where AI economic and power distribution
are high, governments uphold universal rights and
environmental limits. Economic power (who owns) and
decision power (who decides how data and AI are used)
are more widely distributed to communities and publics
through more democratised ownership models. 

Inside organisations, Governance treats AI as both a
social and a technical system with joint accountability,
meaningful workforce participation, and alignment to
shared values. AI is framed as a tool for social and
ecological flourishing as well as economic value, with
the potential emergence of business models that
emphasise sustainability and resilience. In this world,
AI is used by institutions to contribute to collective
problem-solving in areas such as climate, care, and
local economies. 

While power distribution profoundly shapes AI’s structural
impacts, cultural adaptability determines how effectively
and sustainably institutions integrate these technologies.
 
Low adaptation — cultural rigidity 
In a world with limited cultural adaptability, AI is
introduced as a tech-driven, top-down initiative that
privileges productivity over the human experience. 
AI is “bolted on” to existing processes with little attention
to meaning, symbols, or shared assumptions within the
institution. Employees must adapt to the tool rather than
the tool adapting to them. 

Leaders select and roll out AI with minimal co-design or
consultation. Workers experience AI as surveillance (often
framed as efficiency), automation pressure, or additional
workload, contributing to resistance and anxiety.   
The same AI workflows, dashboards, and policies are
forced onto very different functions (e.g., HR, operations,
R&D) and roles, ignoring local norms and task realities. 

High adaptability — cultural resilience 
In a world of high cultural adaptability, institutions
explicitly cultivate experimentation, continuous learning,
and reflective adjustment of norms as AI is introduced. AI
adoption is treated as ongoing cultural work as well as a
technical project. 

Cross-functional and cross-level teams (frontline staff,
managers, technical experts, HR, ethics) co-shape how AI
is used. Local work practices and identities inform design
and rollout. 

AI tools and autonomy levels are tuned to specific teams,
tasks, and individual capabilities. For example, in human-
AI teaming environments where AI adjusts behaviour to
different team members. 

Clear, lived norms around ethics, risk culture, and
inclusion are embedded in everyday decision-making 
and structures (e.g., training, reporting channels,
measurement), beyond codes of conduct. AI is used to
support and shape collaboration, inclusion, and broader
perspective-taking rather than efficiency alone.  

Cultural Adaptation 
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LOW CULTURAL 
ADAPTABILITY 

LOW POWER 
DISTRIBUTION 

HIGH CULTURAL 
ADAPTABILITY

HIGH POWER 
DISTRIBUTION 

MANAGED DECLINE 
(Distributed Power + Cultural Rigidity) 

CYBERPUNK COLLAPSE 
(Concentrated Power 

+ Cultural Rigidity) 

THE REGENERATIVE COMMONS 
(Distributed Power + Cultural Resilience) 

MULTIPOLAR STAGNATION 
(Concentrated Power 
+ Cultural Resilience) 

Fair but slow 
Compliance-heavy 
Incremental gains 

Co-evolving ecosystem 
Stewarded data flows 
Meaningful adoption 

Extraction-focused 
High surveillance 
High risk of social rejection 

Pockets of AI excellence 
Platform capture persists 
Scaling fatigue 

AI Futures: Ecosystem Scenarios

“No one can predict  the future with complete
conf idence—but  we have to  do the best  we 
can to  plan anyway.”  

 -DARIO AMODEI



AI Futures: Ecosystem Scenarios
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Multiple internal “tribes” (functions, geographies,
professions) adapt in their own ways. Some teams 
become highly AI-literate; others lag. However, power 
and value remain concentrated at the top or within
dominant platforms. 

This produces local pockets of innovation with weak
systemic impact. Inconsistent AI standards, tools, and
metrics become the norm, alongside ongoing negotiation
and friction over data and ownership. Platform
dependence increasingly limits enterprise-wide
transformation.
 
Result: uneven progress and scaling fatigue 
AI projects proliferate but struggle to apply learnings 
or scale successes. Many are abandoned when early
benefits fail to justify the integration costs. Overall
productivity gains plateau while fatigue and 
cynicism rise. 
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Multipolar Stagnation (Concentrated
Power + Cultural Resilience) 

Cyberpunk Collapse (Concentrated 
Power + Cultural Rigidity) 

AI becomes primarily an extraction engine. Leadership
and technical elites centralise data and decision-making
in opaque systems. The wider organisation clings to
legacy work identities (job titles, hierarchies, “bums on
seats”), creating a deep mismatch between lived reality
and the emerging AI infrastructure. 

The environment is characterised by high surveillance
(often framed as efficiency) and low trust. This drives
shadow resistance, workarounds, and disengagement.
Ethical breaches and reputational crises become more
common. 

Result: high failure through social rejection 
The organisation’s “social immune system” rejects the
AI layer. People disengage, subtly subvert adoption, or
exit. Expensive infrastructure technically works but fails
in practice, sometimes after an initial burst of
productivity gains masks the deeper damage. 



AI Futures: Ecosystem Scenarios
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The organisation aspires to fairness, inclusion, and
shared benefit from AI. Value and data are, on paper,
more widely distributed. However, the underlying
culture fails to adequately adapt and may retain some
bureaucratic or compliance-driven qualities that are
anchored in and limited by legacy structures. 

AI is used primarily to make existing processes more
efficient rather than to rethink them. Committees,
policies, and risk controls slow meaningful change.
Employees are safe but under-stimulated; innovation
feels managed rather than alive. 

Result: limited but stable gains 
The organisation avoids major failure but misses the
upside. AI investments deliver incremental
improvements but no step-change in capability,
learning, or purpose. Over time, cost structures creep
upward, talent frustration grows, and more adaptive
competitors begin to pull ahead.
 

Managed Decline (Distributed 
Power + Cultural Rigidity) 

The Regenerative Commons 
(Distributed Power 
+ Cultural Resilience) 

The regenerative commons describes an ecosystem in
which AI, humans, and institutions co-evolve. Data is
accessible, governed, and stewarded for collective
benefit. AI amplifies human judgement, creativity, and
care. Purpose and ethics operate as design requirements
rather than afterthoughts. Continuous learning —
experimentation, feedback loops, and transparent metrics
— becomes part of everyday work. 

Result: meaningful and durable adoption 
AI adoption is both effective and experienced as
meaningful. People report increased agency, contribution,
and connection. The organisation becomes an active
contributor to a broader network of partners and
communities rather than operating purely for the benefit
of its shareholders. However, this state is structurally
fragile. It requires ongoing investment in time and
resources to manage governance overhead, incentive
alignment, and competitive pressure from more extractive
rivals. It also requires a heightened focus on purpose and
sustainability over “growth for growth’s sake”. 
Without vigilance, the system can drift back toward
Managed Decline or Multipolar Stagnation. 



The Imperative: Building Adaptive 
Cultures that can Enhance Progress 
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As organisations move toward AI-enabled futures, early
evidence suggests many are encountering limits that are
not primarily technical. Research across large enterprises
consistently finds that a significant proportion of AI pilots
fail to reach scaled production or deliver measurable
return on investment despite substantial investment. In
many cases, the constraint is cultural rather than
technological. 

The pattern is becoming clearer: technical capability is
advancing faster than cultural adaptability. 
Many AI challenges are therefore not simply
implementation problems. They arise when powerful tools
are introduced into systems whose habits of thinking,
learning and decision-making have not yet evolved to work
with them. These dynamics often remain invisible until
unintended consequences become too difficult to ignore. 
Two fault lines illustrate this particularly clearly. 

The Efficiency Illusion describes the automation of
broken processes when reimagining those processes was
what was actually needed. AI makes it possible to do the
wrong thing with extraordinary precision. 

 Organisations that do not ask should we be doing this at
all? before asking how can AI help us do it faster? are not
transforming. They are accelerating their existing
limitations. 

The Missing Middle describes the hollowing out of the
apprenticeship layer through which the next generation
develops real capability. When AI is always available —
faster and more confident than emerging human thinking
— the slow first draft, the imperfect analysis, the struggle
toward coherence, are automated away. These were never
just outputs. They were the training ground. The
consequences do not appear immediately. They emerge
years later, when experienced judgment is needed and
find little depth behind it. A further four faultlines are
explored in depth in Paper four of this series. 

Navigating these challenges requires the following five
practices that strengthen cultural adaptability over time.
These are not one-off interventions or surface-level
change programmes. They are ongoing disciplines that
reshape how authority, awareness and learning operate
inside the organisation. 

Co-evolving #2
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Five essential practices 
for cultural adaptability 
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Experience in adaptive culture work suggests that
culture shifts when patterns of attention shift. When
people notice differently, relate differently and make
sense together differently, new possibilities emerge. As
futurist Sohail Inayatullah suggests, when the deep
metaphors through which people interpret the world
begin to change, the futures they imagine and enact
begin to change as well.
 
The five practices that follow support the development
of this adaptive capacity in an AI-augmented world.

Shared Responsibility 
for Outcomes 
 

Responsibility for AI-enabled outcomes is owned across
functions. Data access is intentionally broadened so
teams co-steward insights that serve strategic priorities
rather than leaving intelligence siloed within a small
number of functions. 

In practice this requires deliberate redistribution of data
and decision rights, shared governance standards that
connect local innovation, and incentives that reward
collective ownership. Effective organisations explicitly
acknowledge that major technological shifts redistribute
power and responsibility, and consciously design 
for this. 

A key relational mechanism here is the establishment of
standing cross-boundary forums (sometimes described
as wisdom circles) that bring together voices from
across levels, functions, and proximity to the customer
and community. These forums hold real influence over
priorities, trade-offs, and learning loops. Their purpose 
is to widen organisational awareness and prevent
intelligence from collapsing back into functional silos. 

Adaptive organisations create structured space for honest
dialogue about risks, resistance, and unintended
consequences. Psychological safety is actively cultivated
so that marginalised or dissenting voices are not quietly
filtered out. 

This is paired with psychological bravery: the expectation
that leaders and teams step into difficult conversations
early, before misalignment becomes a barrier . This
practice restores personal and collective agency by
legitimising voice, dissent, and responsibility in systems
where AI can otherwise make people feel acted upon
rather than acting 
 
Trust, candour, and productive tension do not emerge
from process alone; they are built through repeated,
visible acts of listening, challenge, and follow-through.
Organisations that succeed here treat dialogue quality as
an operational capability, not a cultural nice-to-have. 
 

Naming the Elephants Early

While AI is a powerful analytical partner, independent
human judgement is expected and encouraged.
Organisations actively counter automation 
bias—the tendency to over-trust machine outputs. 

Practical mechanisms may include structured sense-
making pauses in high-stakes decisions, explicit challenge
roles in AI-assisted workflows, and capability building in
deeper self-reflection and observation  (meta cognition) so
that teams can observe how AI may be shaping their own
thinking and language. 

However, this level of reflective capacity does not switch
on overnight. It develops through a staged pathway that
typically includes: building basic AI literacy, strengthening
systems thinking, cultivating reflective practice, and only
then embedding disciplined meta-level review into
everyday decision-making. This is essentially a
developmental pathway. Organisations that skip these
developmental steps often find that calls for “critical
thinking” remain rhetorical rather than lived.
 

Independent Judgement 
Alongside AI
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 Continuous learning becomes embedded rather than
episodic. Human-AI feedback loops are embedded into
everyday work, enabling culture and capability to evolve
together. 

This involves sustained investment in adult development,
learning-conducive environments and organisational
narratives that treat adaptation as part of normal life. Over
time, this strengthens the organisation’s ability to identify
warning signals sooner, adjust assumptions more readily,
and respond intelligently to disruption.

When organisations begin to seriously examine the
cultural implications of AI adoption, a confronting insight
often emerges: AI does not only deliver projects, it also
reflects back the limits and strengths of the systems
deploying it.

How organisations and leaders respond to that mirror will
play a significant role in determining which future they
ultimately inhabit. In practice, this means treating AI
initiatives as BOTH culture work AND technology projects. 
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Evolving Leadership 
Capacity for the AI Era

Leadership development shifts from managing functions
to stewarding the evolving human and technological
systems in which work now happens. Leaders learn to
work visibly and thoughtfully with AI as part of how
judgement is formed. They remain oriented beyond the
organisation itself, paying attention to how technological
choices interact with markets, social expectations,
regulatory movement, and the wider health of the
ecosystems in which the organisation participates.

Critically, this evolution calls leaders beyond simply
navigating complexity toward the more demanding work 
of holding disruption. It involves the capacity to remain
steady and generative in the face of ambiguity, identity
shifts, and structural tension while also helping others do
the same. 

This includes the often-overlooked emotional and
relational work of transition, helping teams process
anxiety, identity loss, and ambiguity as human-AI 
teaming reshapes roles and status. Leaders in more
adaptive systems expand their field of attention from
internal performance alone to the organisation’s role in
 its industry, community, and broader social contract. 

Embedding Continuous Learning
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Consider the Possible Futures for your
Organisation: 

 Possible Futures 

1. Where do you see signs of these different
trajectories already taking shape? 

2. Where is AI concentrating decision
authority, and where is it opening
participation in how work is shaped? 

3. Where are leaders being asked to hold
tension or uncertainty without precedent? 

Cultural Adaptability 

1. How is working with AI beginning to
influence how people form views, develop
judgement, and express voice in everyday
work? 

2. Where are teams adapting in ways that
could inform wider learning, if noticed? 

3. What feels harder to raise or discuss as AI
becomes more embedded in work? 

4. Which of these futures feels most aligned
with what you would hope for your
organisation — and what might most help
move it in that direction? 

“There is  a  crack in  everything.  
That’s  how the l ight  gets  in. .”  

 -  LEONARD COHEN

Building an adaptive culture doesn’t happen overnight.
Culture evolves over time and through stages. With the
rapid embedment of AI, new adaptive challenges are
emerging that we are only beginning to see, haven’t yet
been fully defined, and are in early stages of progress.
 
Significant energy and investment are required to build
the individual, social, and structural capacity needed to
meet the demands of an AI-shaped future, and to
respond to the central question of this series: 

“What does it mean to remain genuinely human
in our thinking, our learning, our leadership, our 
organisations, our civilisation, as 
AI reshapes everything we have built?”

Closing Reflection

Co-evolving #2

Questions for Reflection
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	Artificial intelligence is rapidly shifting from a technical capability to a defining feature of how organisations think, decide, and create value. While much of the current conversation remains focused on model capability and tooling, a deeper pattern is emerging: in many organisations, cultural and governance capacity has become the primary constraint on meaningful AI value, more so than  technology itself.
	This paper explores two forces that appear to be shaping very different AI futures:
	How economic and decision power are distributed
	How effectively organisational cultures adapt and evolve
	Together, these forces give rise to four plausible trajectories:
	Cyberpunk Collapse — high extraction, low cultural adaptation
	Multipolar Stagnation — pockets of progress without systemic impact
	Managed Decline — safe but gradually eroding
	The Regenerative Commons — adaptive, distributed, and requiring active stewardship
	Early signals suggest many large organisations are already drifting toward Multipolar Stagnation, where isolated AI successes fail to translate into enterprise-wide transformation or early failures are not necessarily translating into applied learnings.
	The invitation for organisations is therefore not simply to deploy AI faster, but to deliberately cultivate the cultural conditions that allow these technologies to be absorbed wisely, responsibly, and at scale.
	What follows offers a practical lens to help organisations sense where they may be today, and where more deliberate action may be required.
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	How AI has Shaped Us So Far
	AI Futures
	Artificial intelligence has moved in just a few years from largely background infrastructure to a central protagonist in the 2020s story of work, value, and risk. From codifying expert judgement in medical diagnosis and chemical analysis in the 1960s and 70s, AI shifted into large-scale pattern detection.  From the 1990s and 2000s, AI increasingly operated in the background, powering web search, recommendation engines, personalised advertising (sometimes comically off-base), voice recognition, and fraud detection.
	Today’s AI systems, embedded in everyday tools, are positioned as the next great productivity engine, already accelerating writing, analysis, and knowledge synthesis for knowledge workers in fields from customer service to consulting and software development.
	At the same time, AI is beginning to act as a coach, sounding board, synthesiser, peer reviewer, and thought partner, well beyond its earlier role as a decision-support tool. What this means is that AI doesn’t just change what we can do. It also influences and exposes how we think, decide, learn, and trust.
	And yet, a familiar pattern remains: technology is outrunning the cultures that must hold it. The central leadership questions are shifting from “What can AI do for us?” to:
	What kinds of human systems are we cultivating as we build with AI?
	What kind of future are we creating, and is that the future we really want for society?
	The future we create is not predetermined. The actions and choices of individuals, organisations, and governments will profoundly shape the trajectory of AI’s impact.
	While many futurist perspectives broadly agree that AI will significantly improve productivity and reduce the cost of goods, views diverge sharply on what this will mean for society. Two areas of significant difference are Economic Distribution (who benefits and who decides?) and Cultural Adaptation (how do we adapt?). The questions of who benefits and who decides also affect the individual in everyday work, as AI begins to influence the power dynamics implicit in who is the source of knowledge, judgement or authority.
	To explore these areas further, and what it means for leaders and culture practitioners, we have developed the scenarios below. They build on a tradition of futures and systems-thinking work exploring how technology, culture, and power interact. The structure echoes classic 2×2 scenario methods used by futurists such as Sohail Inayatullah, while the focus on AI, data, and institutional adaptation draws on more recent perspectives from thinkers including Alex Pentland and Kate Raworth.  What follows is a structured map of plausible futures that can guide strategic choices about how we shape AI-enabled organisations. These futures are framed by two critical uncertainties:
	AI economic and power distribution
	Cultural adaptability
	These futures are starting points for thinking, not destinations. Organisations will move between them over time as leadership choices, incentives, and external conditions shift. The scenarios function as a sense‑making tool, helping leaders recognise drift, identify intervention points, and deliberately influence direction.
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	AI Economic and  Power Distribution
	Cultural Adaptation
	The extent to which power and economic outcomes are distributed will have a profound impact on AI’s societal effects. While these dynamics play out at a societal level, the scenarios in this paper focus on how they manifest inside organisations.
	Low distribution — concentrated power  In a future where AI economic and power distribution are low, agenda-setting power is concentrated in a handful of firms, individuals, and wealthy states. Governance often becomes framed mainly as risk management for innovation rather than public purpose. Public participation is limited, and there is weak attention to distributional or environmental harms.
	Iniside institutions, AI tends to be deployed in a way that controls workers, maximising profitability for the benefit of a select few. It can also obscure environmental and social costs. Decisions are centralised in management, with little transparency or recourse. While this may seem bleak, history suggests such models can persist longer than expected when vested interests are at play or when short-term productivity gains mask deeper cultural damage.
	High distribution — distributed power  In a future where AI economic and power distribution are high, governments uphold universal rights and environmental limits. Economic power (who owns) and decision power (who decides how data and AI are used) are more widely distributed to communities and publics through more democratised ownership models.
	Inside organisations, Governance treats AI as both a social and a technical system with joint accountability, meaningful workforce participation, and alignment to shared values. AI is framed as a tool for social and ecological flourishing as well as economic value, with the potential emergence of business models that emphasise sustainability and resilience. In this world, AI is used by institutions to contribute to collective problem-solving in areas such as climate, care, and local economies.
	While power distribution profoundly shapes AI’s structural impacts, cultural adaptability determines how effectively and sustainably institutions integrate these technologies.
	Low adaptation — cultural rigidity  In a world with limited cultural adaptability, AI is introduced as a tech-driven, top-down initiative that privileges productivity over the human experience.  AI is “bolted on” to existing processes with little attention to meaning, symbols, or shared assumptions within the institution. Employees must adapt to the tool rather than the tool adapting to them.
	Leaders select and roll out AI with minimal co-design or consultation. Workers experience AI as surveillance (often framed as efficiency), automation pressure, or additional workload, contributing to resistance and anxiety.    The same AI workflows, dashboards, and policies are forced onto very different functions (e.g., HR, operations, R&D) and roles, ignoring local norms and task realities.
	High adaptability — cultural resilience  In a world of high cultural adaptability, institutions explicitly cultivate experimentation, continuous learning, and reflective adjustment of norms as AI is introduced. AI adoption is treated as ongoing cultural work as well as a technical project.
	Cross-functional and cross-level teams (frontline staff, managers, technical experts, HR, ethics) co-shape how AI is used. Local work practices and identities inform design and rollout.
	AI tools and autonomy levels are tuned to specific teams, tasks, and individual capabilities. For example, in human-AI teaming environments where AI adjusts behaviour to different team members.
	Clear, lived norms around ethics, risk culture, and inclusion are embedded in everyday decision-making  and structures (e.g., training, reporting channels, measurement), beyond codes of conduct. AI is used to support and shape collaboration, inclusion, and broader perspective-taking rather than efficiency alone.
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	AI Futures: Ecosystem Scenarios
	LOW CULTURAL  ADAPTABILITY
	HIGH CULTURAL  ADAPTABILITY
	LOW POWER  DISTRIBUTION
	HIGH POWER  DISTRIBUTION
	“No one can predict the future with complete confidence—but we have to do the best we  can to plan anyway.”
	-DARIO AMODEI
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	AI Futures: Ecosystem Scenarios
	Cyberpunk Collapse (Concentrated  Power + Cultural Rigidity)
	AI becomes primarily an extraction engine. Leadership and technical elites centralise data and decision-making in opaque systems. The wider organisation clings to legacy work identities (job titles, hierarchies, “bums on seats”), creating a deep mismatch between lived reality and the emerging AI infrastructure.
	The environment is characterised by high surveillance (often framed as efficiency) and low trust. This drives shadow resistance, workarounds, and disengagement. Ethical breaches and reputational crises become more common.
	Result: high failure through social rejection  The organisation’s “social immune system” rejects the AI layer. People disengage, subtly subvert adoption, or exit. Expensive infrastructure technically works but fails in practice, sometimes after an initial burst of productivity gains masks the deeper damage.

	Multipolar Stagnation (Concentrated Power + Cultural Resilience)
	Multiple internal “tribes” (functions, geographies, professions) adapt in their own ways. Some teams  become highly AI-literate; others lag. However, power  and value remain concentrated at the top or within dominant platforms.
	This produces local pockets of innovation with weak systemic impact. Inconsistent AI standards, tools, and metrics become the norm, alongside ongoing negotiation and friction over data and ownership. Platform dependence increasingly limits enterprise-wide transformation.
	Result: uneven progress and scaling fatigue  AI projects proliferate but struggle to apply learnings  or scale successes. Many are abandoned when early benefits fail to justify the integration costs. Overall productivity gains plateau while fatigue and  cynicism rise.
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	AI Futures: Ecosystem Scenarios
	Managed Decline (Distributed  Power + Cultural Rigidity)
	The organisation aspires to fairness, inclusion, and shared benefit from AI. Value and data are, on paper, more widely distributed. However, the underlying culture fails to adequately adapt and may retain some bureaucratic or compliance-driven qualities that are anchored in and limited by legacy structures.
	AI is used primarily to make existing processes more efficient rather than to rethink them. Committees, policies, and risk controls slow meaningful change. Employees are safe but under-stimulated; innovation feels managed rather than alive.
	Result: limited but stable gains  The organisation avoids major failure but misses the upside. AI investments deliver incremental improvements but no step-change in capability, learning, or purpose. Over time, cost structures creep upward, talent frustration grows, and more adaptive competitors begin to pull ahead.

	The Regenerative Commons  (Distributed Power  + Cultural Resilience)
	The regenerative commons describes an ecosystem in which AI, humans, and institutions co-evolve. Data is accessible, governed, and stewarded for collective benefit. AI amplifies human judgement, creativity, and care. Purpose and ethics operate as design requirements rather than afterthoughts. Continuous learning — experimentation, feedback loops, and transparent metrics — becomes part of everyday work.
	Result: meaningful and durable adoption  AI adoption is both effective and experienced as meaningful. People report increased agency, contribution, and connection. The organisation becomes an active contributor to a broader network of partners and communities rather than operating purely for the benefit of its shareholders. However, this state is structurally fragile. It requires ongoing investment in time and resources to manage governance overhead, incentive alignment, and competitive pressure from more extractive rivals. It also requires a heightened focus on purpose and sustainability over “growth for growth’s sake”.  Without vigilance, the system can drift back toward Managed Decline or Multipolar Stagnation.
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	The Imperative: Building Adaptive  Cultures that can Enhance Progress
	As organisations move toward AI-enabled futures, early evidence suggests many are encountering limits that are not primarily technical. Research across large enterprises consistently finds that a significant proportion of AI pilots fail to reach scaled production or deliver measurable return on investment despite substantial investment. In many cases, the constraint is cultural rather than technological.
	The pattern is becoming clearer: technical capability is advancing faster than cultural adaptability.  Many AI challenges are therefore not simply implementation problems. They arise when powerful tools are introduced into systems whose habits of thinking, learning and decision-making have not yet evolved to work with them. These dynamics often remain invisible until unintended consequences become too difficult to ignore.  Two fault lines illustrate this particularly clearly.
	The Efficiency Illusion describes the automation of broken processes when reimagining those processes was what was actually needed. AI makes it possible to do the wrong thing with extraordinary precision.
	Organisations that do not ask should we be doing this at all? before asking how can AI help us do it faster? are not transforming. They are accelerating their existing limitations.
	The Missing Middle describes the hollowing out of the apprenticeship layer through which the next generation develops real capability. When AI is always available — faster and more confident than emerging human thinking — the slow first draft, the imperfect analysis, the struggle toward coherence, are automated away. These were never just outputs. They were the training ground. The consequences do not appear immediately. They emerge years later, when experienced judgment is needed and find little depth behind it. A further four faultlines are explored in depth in Paper four of this series.
	Navigating these challenges requires the following five practices that strengthen cultural adaptability over time. These are not one-off interventions or surface-level change programmes. They are ongoing disciplines that reshape how authority, awareness and learning operate inside the organisation.
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	Five essential practices  for cultural adaptability
	Naming the Elephants Early
	Experience in adaptive culture work suggests that culture shifts when patterns of attention shift. When people notice differently, relate differently and make sense together differently, new possibilities emerge. As futurist Sohail Inayatullah suggests, when the deep metaphors through which people interpret the world begin to change, the futures they imagine and enact begin to change as well.
	The five practices that follow support the development of this adaptive capacity in an AI-augmented world.
	Adaptive organisations create structured space for honest dialogue about risks, resistance, and unintended consequences. Psychological safety is actively cultivated so that marginalised or dissenting voices are not quietly filtered out.
	This is paired with psychological bravery: the expectation that leaders and teams step into difficult conversations early, before misalignment becomes a barrier . This practice restores personal and collective agency by legitimising voice, dissent, and responsibility in systems where AI can otherwise make people feel acted upon rather than acting
	Trust, candour, and productive tension do not emerge from process alone; they are built through repeated, visible acts of listening, challenge, and follow-through. Organisations that succeed here treat dialogue quality as an operational capability, not a cultural nice-to-have.

	Shared Responsibility  for Outcomes
	Responsibility for AI-enabled outcomes is owned across functions. Data access is intentionally broadened so teams co-steward insights that serve strategic priorities rather than leaving intelligence siloed within a small number of functions.
	In practice this requires deliberate redistribution of data and decision rights, shared governance standards that connect local innovation, and incentives that reward collective ownership. Effective organisations explicitly acknowledge that major technological shifts redistribute power and responsibility, and consciously design  for this.
	A key relational mechanism here is the establishment of standing cross-boundary forums (sometimes described as wisdom circles) that bring together voices from across levels, functions, and proximity to the customer and community. These forums hold real influence over priorities, trade-offs, and learning loops. Their purpose  is to widen organisational awareness and prevent intelligence from collapsing back into functional silos.

	Independent Judgement  Alongside AI
	While AI is a powerful analytical partner, independent human judgement is expected and encouraged. Organisations actively counter automation  bias—the tendency to over-trust machine outputs.
	Practical mechanisms may include structured sense-making pauses in high-stakes decisions, explicit challenge roles in AI-assisted workflows, and capability building in deeper self-reflection and observation  (meta cognition) so that teams can observe how AI may be shaping their own thinking and language.
	However, this level of reflective capacity does not switch on overnight. It develops through a staged pathway that typically includes: building basic AI literacy, strengthening systems thinking, cultivating reflective practice, and only then embedding disciplined meta-level review into everyday decision-making. This is essentially a developmental pathway. Organisations that skip these developmental steps often find that calls for “critical thinking” remain rhetorical rather than lived.
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	Five essential practices  for cultural adaptability
	Evolving Leadership  Capacity for the AI Era
	Embedding Continuous Learning
	Leadership development shifts from managing functions to stewarding the evolving human and technological systems in which work now happens. Leaders learn to work visibly and thoughtfully with AI as part of how judgement is formed. They remain oriented beyond the organisation itself, paying attention to how technological choices interact with markets, social expectations, regulatory movement, and the wider health of the ecosystems in which the organisation participates.
	Critically, this evolution calls leaders beyond simply navigating complexity toward the more demanding work  of holding disruption. It involves the capacity to remain steady and generative in the face of ambiguity, identity shifts, and structural tension while also helping others do the same.
	This includes the often-overlooked emotional and relational work of transition, helping teams process anxiety, identity loss, and ambiguity as human-AI  teaming reshapes roles and status. Leaders in more adaptive systems expand their field of attention from internal performance alone to the organisation’s role in  its industry, community, and broader social contract.
	Continuous learning becomes embedded rather than episodic. Human-AI feedback loops are embedded into everyday work, enabling culture and capability to evolve together.
	This involves sustained investment in adult development, learning-conducive environments and organisational narratives that treat adaptation as part of normal life. Over time, this strengthens the organisation’s ability to identify warning signals sooner, adjust assumptions more readily, and respond intelligently to disruption.
	When organisations begin to seriously examine the cultural implications of AI adoption, a confronting insight often emerges: AI does not only deliver projects, it also reflects back the limits and strengths of the systems deploying it.
	How organisations and leaders respond to that mirror will play a significant role in determining which future they ultimately inhabit. In practice, this means treating AI initiatives as BOTH culture work AND technology projects.
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	“There is a crack in everything.  That’s how the light gets in..”
	- LEONARD COHEN


	Closing Reflection
	Building an adaptive culture doesn’t happen overnight. Culture evolves over time and through stages. With the rapid embedment of AI, new adaptive challenges are emerging that we are only beginning to see, haven’t yet been fully defined, and are in early stages of progress.
	Significant energy and investment are required to build the individual, social, and structural capacity needed to meet the demands of an AI-shaped future, and to respond to the central question of this series:
	“What does it mean to remain genuinely human in our thinking, our learning, our leadership, our  organisations, our civilisation, as  AI reshapes everything we have built?”

	Questions for Reflection
	Consider the Possible Futures for your Organisation:
	Possible Futures
	Where do you see signs of these different trajectories already taking shape?
	Where is AI concentrating decision authority, and where is it opening participation in how work is shaped?
	Where are leaders being asked to hold tension or uncertainty without precedent?

	Cultural Adaptability
	How is working with AI beginning to influence how people form views, develop judgement, and express voice in everyday work?
	Where are teams adapting in ways that could inform wider learning, if noticed?
	What feels harder to raise or discuss as AI becomes more embedded in work?
	Which of these futures feels most aligned with what you would hope for your organisation — and what might most help move it in that direction?
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