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EXECUTIVE 
SUMMARY

AI-Driven Organizational Change

AI transformation requires adapting traditional change models to align 
with modern strategic demands.

Strategic Framework Alignment

The OrgChange.AI Nine-Square Grid aligns People, Process, and 
Technology with change management models.

AI as Strategic Enabler

Viewing AI as an enabler enhances decision-making, optimizes 
workflows, and empowers employees.

Measurable Wins and Governance

Short-term wins and governance structures ensure successful scaling 
of AI initiatives and lasting change.
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WHY NOW: ESTABLISHING URGENCY

Quantifying Competitive Threats

AI-driven analytics reveal competitive risks and internal inefficiencies, creating urgency 
for organizational change.

Linking External and Internal Factors

Executives connect market shifts and tech advances with internal growth opportunities 
to justify AI adoption.

Employee Engagement and Reassurance

Urgency messages highlight AI’s role in enhancing jobs, fostering employee support 
and reducing fear.

Practical Actions to Build Urgency

Data audits and system assessments provide evidence to motivate AI adoption and 
combat resistance.
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ORGCHANGE.AI 
NINE-SQUARE 
GRID 
FRAMEWORK
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UNDERSTANDING THE NINE-SQUARE GRID

SQUARE FOCUS AREA MODEL DIMENSION

1 Urgency & Awareness Kotter People

2 Coalition & Design Kotter Process

3 Vision & Infrastructure Kotter Technology

4 Unfreezing & Engagement Lewin People

5
Changing & Process 

Transformation
Lewin Process

6 Refreezing & Integration Lewin Technology

7
Awareness & Knowledge 

Sharing
ADKAR People

8
Desire & Process 

Optimization
ADKAR Process

9
Ability & Technical 

Enablement
ADKAR Technology
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ACTION-
ORIENTED 
CHANGE MODELS 
ENHANCED BY AI
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KOTTER’S EIGHT STEPS THROUGH AN AI 
LENS

Data-Driven Urgency

AI leverages analytics to identify threats and inefficiencies, creating urgency for change 
based on real data insights.

Guiding Coalition

AI helps identify key champions across business and tech, forming a coalition that 
understands AI’s transformative potential.

Vision Communication

Clear communication of how AI empowers employees and improves workflows drives 
shared vision and alignment.

Sustaining Change

Continuous learning and AI-driven monitoring ensure ongoing adaptation and 
reinforcement of change efforts.
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LEWIN’S MODEL ACCELERATED BY AI

Unfreeze Stage with AI

AI analyzes market trends and employee sentiment to create urgency and prepare 
organizations for change.

Change Stage with AI Support

AI enables workflow automation, real-time guidance, and personalized learning to ease 
transition and boost confidence.

Refreeze Stage with AI Reinforcement

Continuous AI monitoring and dashboards embed new behaviors and trigger targeted 
interventions for sustained change.

Accelerated Adaptive Transformation

Integration of AI transforms Lewin’s linear model into a rapid, dynamic cycle of 
improvement for organizational agility.
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ADKAR AUGMENTED BY AI

Awareness through AI Communication

AI tailors communication to address employee concerns and readiness, strengthening 
awareness of change.

Desire Enhanced by AI Recommendations

AI-powered recommendation engines link change initiatives to personal goals, 
fostering desire to adopt change.

Adaptive Knowledge Acquisition

Adaptive learning platforms adjust education content based on individual progress for 
effective knowledge gain.

Ability and Reinforcement with AI

Simulated environments and AI feedback build ability, while continuous nudges 
reinforce sustained adoption.
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ACTION ROADMAP 
AND 
GOVERNANCE
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30-60-90 DAY 
ACTION PLAN
First 30 Days Focus

Establish a guiding coalition, audit data quality, and 
define pilot projects aligned with strategic goals.

Next 30 Days Execution

Build and launch pilots, deliver targeted training, and 
remove barriers like legacy systems and bureaucracy.

Final 30 Days Scaling

Scale successful pilots, implement KPI dashboards, 
and reinforce behaviors via governance and 
continuous improvement.

©2025 LWK Consulting LLC



GOVERNANCE AND 
ROLES

Roles and Responsibilities

Clear roles such as executive sponsors, business owners, IT leaders, 
and change management leads ensure effective AI governance.

Decision-Making Cadence

Weekly pilot reviews and monthly steering committee meetings 
maintain alignment and swiftly address issues.

Accountability and Escalation

RACI matrix clarifies accountability, while defined escalation paths 
resolve challenges quickly and efficiently.

KPI Setting and Monitoring

Governance sets KPIs for adoption, performance, and impact to track 
progress and communicate transparently.
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METRICS, RISKS, 
AND NEXT STEPS
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METRICS AND 
REINFORCEMENT

Key Performance Indicators

KPIs such as adoption rates and error reduction measure success in 
AI-driven change effectively.

Real-Time Monitoring

AI tools enable real-time monitoring to trigger interventions when 
usage declines, ensuring timely action.

Continuous Improvement

Continuous feedback loops refine communication, workflows, and 
systems based on performance data.

Reinforcement Strategies

Celebrating successes, ongoing support, and embedding AI into SOPs 
maintain momentum and benefits.
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RISKS AND MITIGATION 
STRATEGIES

Data Quality Management

Ensuring data quality through governance and cleansing is crucial to 
reliable AI analytics and decision-making.

Addressing Resistance to Change

Overcoming resistance requires empathetic communication, early 
wins, and strong leadership visibility.

Technical Constraints Solutions

Phased AI implementation and sandbox testing help manage legacy 
systems and integration challenges.

Balancing Ambition and Readiness

Successful transformation balances technological goals with practical 
readiness and cultural alignment.
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NEXT STEPS AND 
DECISION 
REQUESTS
Approvals and Nominations

Executives must approve project scope and funding, 
and nominate members for the guiding coalition to 
lead AI initiatives.

Data Audit and Plans

Initiate a data audit and finalize training and 
communication plans to prepare for AI project 
execution.

KPI and Governance Confirmation

Confirm KPIs and governance structures to ensure 
accountability and measure progress in AI 
transformation.
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