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Opening context

As organisations accept that Al outcomes are constrained by decision rights rather than
algorithms, attention naturally shifts to how teams are structured. If authority, accountability,
and judgement must be redesigned for Al, then the organisational forms that host AI work

matter far more than is often acknowledged.

Most enterprises attempt to introduce Al within existing structures. Data scientists are
embedded into functional teams. Al specialists are added to projects. Centres of excellence are

layered onto legacy hierarchies. On paper, this appears pragmatic and minimally disruptive.

In practice, these structures repeatedly fail Al teams, regardless of talent or intent.

Why this fails in most organisations

Traditional organisational structures are optimised for efficiency, stability, and control. Work
is decomposed into functions. Accountability is vertical. Coordination happens through

handovers, approvals, and escalation.

Al work does not conform to this logic. It cuts across functions continuously. Value emerges
through iteration rather than delivery. Decisions must be made close to evolving data, user

behaviour, and operational context.

When Al teams operate inside traditional structures, several tensions surface quickly. Authority
is fragmented across functions. Teams are accountable for outputs but not outcomes. Learning
loops are interrupted by handovers and approval cycles. When trade-offs arise, no single team

has the mandate to resolve them end-to-end.
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The structure itself becomes the bottleneck. Teams are forced to navigate organisational seams

that were never designed for adaptive systems.

The operating model insight

Al teams fail inside traditional structures not because they lack capability, but because the

structure denies them coherence.

Effective Al work requires stable, multidisciplinary teams with clear authority over outcomes.
These teams must be able to observe system behaviour, act on insight, and adjust continuously.

Traditional structures disperse ownership and separate decision-making from execution.

The insight is not that organisations need more Al talent, but that they need organisational

forms that allow that talent to function as a system rather than as isolated specialists.

Without structural alignment, even well-designed governance and decision rights struggle to

take hold.

What this looks like in practice

Structurally constrained Al teams exhibit familiar symptoms. Models are built but not adopted.
Insights are generated but not acted on. Teams spend more time coordinating than learning.

Progress depends on personal relationships rather than institutional clarity.

When outcomes disappoint, organisations often respond by adding layers. New roles are
created. Reporting lines are adjusted. Coordination forums multiply. These interventions

increase complexity without resolving the underlying misalignment.

By contrast, organisations that redesign structure deliberately create different conditions.
Teams are organised around enduring outcomes rather than temporary initiatives. Authority is
aligned with responsibility. Learning is embedded into the operating rhythm rather than treated

as an exception.
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Common mistakes to avoid
Assuming Al can be absorbed into existing structures with minor adjustments.

Treating organisational design as a secondary concern to be addressed after technical capability

is established.
Adding coordination roles instead of redesigning teams.

Rotating Al talent rapidly across functions, preventing stable ownership.

What leaders must do differently

Leaders must recognise organisational structure as a first-order design decision in Al
transformation. They must question whether existing forms are fit for systems that learn and

adapt continuously.

This requires redesigning teams around outcomes rather than functions and aligning authority
with accountability at the team level. Structural change is uncomfortable, but avoiding it

guarantees underperformance.

Conclusion

Traditional organisational structures fail Al teams not because they are poorly executed, but

because they were never designed for adaptive systems.

Al exposes the limits of structures built for predictability and control. Redesigning structure is
not an optimisation exercise. It is a prerequisite for allowing Al teams to operate as coherent,

accountable systems capable of delivering sustained value.

Copyright © 2026 MyConsultancy 4



Transformation

1 7z
frar 7% E
I
I S
HH2% <
17 “i‘i'l.“\\\‘
7 S SRR
I’l TR
- SN
SRR
SRR
RN
IR
N
RN
NN
RN
N




