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Organizational Drag measures internal
friction and decision latency.

2 3 4 5 6 7 8 9 10

Score 1 (Legacy): High drag.
Defined by approvals, committees,
and review theater.

Score 10 (Al-Native): Low drag.
Decisions are executed seamlessly

at the lowest competent level.



Al Elevation defines
where intelligence sits
within the hierarchy.

1 2 3 4 5 6 7 8

Score 1 (Legacy): Al is an isolated tool
relegated to IT or an innovation lab.

9 10

Score 10 (Al-Native): Al operates as
the core organizational design

principle across the executive layer.



Work Architecture shifts from static
titles to fluid tasks

1 2

Score 1 (Legacy):
Roles are title-based and rigidly fixed.

3 4 5 6 7 8 9 10

Score 10 (Al-Native):
Work is task-based, with fluid,

dynamic assignment across
humans and Al agents.



Firm Boundary Design dictates the
human-to-agent integration depth.

1 2

Score 1 (Legacy):
The workforce is 100% human. Al is
treated merely as external software.

3 4 5 6 7 8 9 10

Score 10 (Al-Native):
Agents operate as formal team members holding
specific roles, authorities, and accountability.



Decision Autonomy relies on intelligent routing
rather than bottlenecked approvals.

1 2

Score 1 (Legacy):
Every decision requires explicit
human approval.

3 5

AI

6 7 8 10

Score 10 (Al-Native):
Clear, autonomous routing systems perfectly

differentiate between agent-decided and human-decided actions.

94



1

Network Structure must evolve from centralized
control to edge execution.

2

Score 1 (Legacy):
Rigid hierarchy relying on a slow,
centralized hub-and-spoke model.

3 5 6 8 9 10

Score 10 (Al-Native):
Distributed authority where critical decisions happen

instantly at the edges of the intelligence network.

4 7



Reinvention Cadence measures the frequency
of fundamental redesign.

1 2

Score 1 (Legacy): Calcified.
The organization is frozen and never
fundamentally redesigns itself.

3 4 5 6 7 8 9 10

Score 10 (Al-Native): Continuous.
The organization exists in a state of

perpetual corporate rebirth.



CALIBRATING THE TOTAL SCORE



THE SHAPE PATTERN OUTWEIGHS THE TOTAL SCORE
A balanced 42 structurally outperforms an extremely lopsided 48. Your shape pattern
provides a one-sentence diagnosis of how your organization actually operates.



I D E N T I F Y I N G  Y O U R  B I N D I N G  C O N S T R A I N T S



SELECTING THE TARGET WORKFLOW



TASK DECOMPOSIT ION MATRIX
AGENT READINESS 



SELECTING YOUR DEPLOYMENT ON-RAMP
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