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C A S E  S T U D Y  ·  O R G A N I Z A T I O N A L  D E V E L O P M E N T  C O N S U L T I N G

The Human Side of Enterprise
AI Transformation
Examining the human impact of AI transformation in a complex enterprise environment —
and turning research into interventions a workforce can actually use.

AI adoption & change Wellbeing (PERMA) Psychological safety Mixed-methods
diagnostic Intervention design

The challenge
A large enterprise organization was several waves deep into AI transformation. Employees were using
AI tools daily, productivity expectations were rising, and change initiatives kept arriving. Leadership
wanted to understand something their adoption dashboards couldn't show: how was all of this
affecting their people? Were employees thriving with AI, merely keeping up, or quietly burning out —
and what, concretely, should leaders do about it?

The engagement called for more than a survey. It required a research-grade diagnostic of the
employee experience of AI-driven change, interpreted in organizational context, and translated into
interventions feasible inside an already-stretched workplace.

The approach
A four-phase organizational development process grounded in positive organizational psychology
and evaluation science:

1  Listen & Measure
A focused pulse diagnostic measuring five
dimensions of the human experience of AI
transformation — wellbeing (PERMA), psychological
safety, AI confidence, adoption patterns, and
change fatigue — combined with open-ended
employee voice.

2  See the Whole System
Results interpreted against the organization's
historical employee-experience data; employees
segmented into experienced and emerging AI-user
profiles — distinguishing individual skill gaps from
organizational conditions.

3  Design Light-Touch Interventions
Evidence-informed practices — AI-supported job
crafting, values-based work alignment, and
structured action planning (WOOP) — designed to
fit existing routines rather than add to workload,
differentiated by user profile.

4  Equip Leaders & Evaluate
A seven-behavior leader checklist translating
findings into everyday management practice, plus a
4–6 week implementation cycle with repeat
measurement to verify what actually moved.
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What was delivered
• An executive consulting report — diagnostic findings across the five dimensions, system-level

interpretation, and prioritized, research-informed recommendations.

• A practitioner implementation guide — an implementation grid assigning every recommendation
an owner, timing, audience, and concrete first step; worked intervention scenarios showing
employees how to apply each practice in real work situations; and an expanded leader checklist.

• An evaluation roadmap — baseline-and-follow-up measurement design so the organization can
verify intervention impact rather than assume it.

All deliverables were reviewed and approved by the client.

In keeping with professional evaluation ethics, the organization's identity and all findings are confidential. This case
study describes the engagement's design, process, and deliverables — the elements that transfer to any organization
navigating AI transformation. A redacted sample of the practitioner implementation guide is available on request.

In the client's words

"I had the opportunity to collaborate with Tatiana Shemiakina on an
Organizational Development project examining the human impact of AI
transformation in a complex enterprise environment… Her work focused on how
AI adoption influences psychological safety, confidence, and professional
identity, translating these insights into clear, research-informed
recommendations with real organizational relevance. She demonstrates
thoughtful research design, strong analytical thinking, and a clear ability to
connect theory to actionable outcomes."
— Jim Mathrusse, M.Ed. · Director, Learning Investment Strategy, Cloud Ops & Innovation, Microsoft · Project
leader and client

Why it matters
Most organizations measure AI transformation by adoption rates and productivity metrics — and miss
the human system underneath. This engagement demonstrates a different model: treat the employee
experience of AI as something to be rigorously diagnosed, not assumed; distinguish what training can
fix from what work design must fix; and give leaders practices small enough to actually do. That is
what makes transformation sustainable.

Navigating AI transformation in your organization?
Let's talk about how this approach would look in your context.
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