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Al-Fueled Change

Always On, Always Optimizing )

IMPACT THAT
MATTERS




Change is at

a tipping
point.

Traditional change management, while
foundational, may struggle to keep up
with today's pace of transformation.
Rapid tech advances, shifting workforce
dynamics, and demand for personalized
employee experiences may require a
more adaptive approach. The old
playbook isn't broken - it's just too slow.
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Al-fueled change management - where human and
Al change agents collaborate seamlessly - is a
transformative solution

Multi-agent Al systems can unlock unprecedented
levels of personalization, orchestration and ‘always
on’'sensing - where Al collaborates with
humans to drive smarter, faster, and more
inclusive transformations.

This isn't about reducing the human touch; it's
about amplifying - helping humans pivot faster to
engage in and embrace change.



While change is changing, enduring truths remain

As organizations evolve into an era defined by Agentic Al and continuous transformation, certain timeless principles remain central to
successful change management.

The human element
is irreplaceable

Even in an age of intelligent
agents and automation, the
human element of change
remains irreplaceable.
Technology can trigger
transformation, but only
people can make it real. Belief,
trust, identity, and culture -
these are human domains, and
they are the make-or-break
factors in any change.

The punchline: The craft and disciplines adapt, but its human core is timeless.

Change happens
when people
connect

Progress takes root when
individuals align around a
shared purpose, build trust in
one another, and feel part of
something larger. Whether
powered by Al or human
hands, transformation is
sustained through
relationships, not just
processes.
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TRUST

Is the currency of
change

No matter how advanced the
technology or compelling the
strategy, transformation only
moves at the speed of trust - in
leaders, in the vision, and
increasingly, in the systems we
ask people to rely on.

In the Agentic era, building and
maintaining trust isn't soft - it's
the hard edge of sustainable
change.

Continuous
adaptation is the
new normal

The pace of change will only
keep accelerating - driven by
intelligent systems, shifting
markets, and rising
expectations.

In this environment,
organizations can't rely on
episodic transformation. They
need the capacity for
continuous reinvention.

Purpose anchors
progress

In times of rapid change, it's
not just plans or technologies
that guide people forward - it's
meaning. A clear, shared
purpose provides the stability
to navigate uncertainty, align
effort, and inspire action.

No algorithm can create
commitment or build shared
purpose. That's the enduring
work of human leadership -

and the enduring craft of
change management.




The vision of an Al-fueled change future

Imagine a future where change is no longer constrained by rigid plans, but is a dynamic, self-

optimizing system, guided by human judgment and experience.

IN THIS WORLD:

Al agents act as
always on change
enablers, guiding

employees and teams
with hyper-
personalized, real-time
support.

Change becomes a
living, adaptive
process, evolving
based on continuous
feedback and
contextual insights.

Employees feel seen,
supported, and
empowered, as change
is highly personalized
to their unique roles,
behaviors, and
preferences.

Organizations achieve
transformation ROI
faster and more
sustainably, as Agentic
systems optimize
interventions in real-
time.

This world is not in the distant future. The building blocks - autonomous diagnostic agents,
personalized nudging systems, multi-agent orchestration, and real-time sentiment analysis - are
already here.
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The Al-fueled Change Framework

Multi-agent systems (MAS) can unlock unprecedented levels of personalization, orchestration and ‘always on’ sensing.
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The Al-fueled change experience - a transformed journey flow

Al-fueled change can transform the linear “plan — do — check — act” cycle to a living loop driven by autonomous agents, with humans
steering the why, the boundaries, and the human nuance.

An organization embarking on an Al transformation

1 Sally (an employee) adopts 2 Sally’'s employee experience 3 The organization realizes
journey, enabling the outcomes of: * the change. * has been elevated. * ROl on the transformation.
HYPER-PERSONALIZED ENABLEMENT
EXPERIENCE ELEVATION LOOPS
PURPOSE FRAMING AND GOAL ENCODING (multi-agent orchestration)
(human-led, Al-supported)

(Agentic interventions)

If Sally’s experience isn’t improving, agents reroute: simplify
interfaces, adjust workloads, activate peer coaching.

Agents coordinate to nudge Sally with just-in-time microlearning, adaptive
e Human change managers

)
content and peer stories that resonate with her.

e Translate transformation strategy into agent-readable

. Sally’s preferred channels and language are respected. Real-time telemetry
business and human goals.
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Reimagining the change playbook, starting with end outcomes

Agentic Al allows a rethink of the traditional change playbook, making parts of it obsolete. What would change management look like if
organizations started with end outcomes?

Behavioral change

outcomes

User adopts and Desired behaviors are

consistently uses exhibited (e.g., new
o the new way of selling,
2 system/process. managing).
Team has Old habits are
integrated the deprecated; new
[ change into their rituals formed.
9 daily workflow.
Monitors adoption  Models desired
patterns and behaviors publicly
5 removes blockers and provides
@  forteam. coaching.
Target utilization Behaviors scale
_ level reached sustainably without
g across business manual intervention.
(7] .
- units.

Fach outcome is:

v Encoded as a goal or
constraint in agent
orchestration models.
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Employee feels
supported and
positive toward the
change.

Team climate is
stable or improved
during
transformation.

Empowered to
regularly engage
and drive empathy-
driven action

No widespread
change fatigue or
culture degradation.

Performance

and productivity
outcomes

Productivity
improved due to the
change.

Efficiency and
coordination
enhanced.

Empowered with
performance KPIs
tied to change and
ROLI.

Operational KPIs
show measurable
ROI.

v' Monitored via real-time
telemetry (behavioral, system,
emotional).

Risk and resistance
management
outcomes

Learning and
enablement
outcomes
Resistance detected
and addressed

early.

Completes learning
in a personalized,
effective way.

Peer dynamics
support, not
undermine, the
change.

Shared learning
artifacts and tribal

Anticipates and Sponsors tailored

addresses learning paths;

resistance encourages

proactively. continuous
growth.

No major disruption
or backlash.

Learning system
iterates based on
success/failure
signals.

v' Personalized per user journey
using reinforcement learning
and digital twins.

knowledge updated.

Agentic
optimization
outcomes

Agent has
optimized support
strategy for user

type.

Agent-to-agent
coordination
reduces overload
and conflict.

Agents provide
strategic insights
for decision
making.

System gets
smarter with each
wave of change.

Strategic
alignment and
value realization

Behavior aligns with
strategic priorities
(e.g., customer-
centricity).

Team objectives
reflect post-change
strategic goals.

Data and insights
steer strategy and
prioritize
investments.

Full ROI of
transformation
captured and
attributed.

v Adaptively rebalanced when
metrics deviate from
thresholds.



Key Shifts in Al-fueled Change Management

From the static change experience of yesterday... ... to the evolved frontier of tomorrow

: Adaptive, evolving strategies informed
Cuntraingd ey JEuk @ by human insights and Al agility.
' : o Personalized, embedded learning co-
created by humans and Al systems.

. © Continuous, real-time sensing; humans
Perioqdilc reedapack — > 5 > = >
Fadludls il interpreting and acting on insights.

@ Human-driven and Al-enabled, multi-

agent collaboration.

cpisodic interventions —
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The Human Change Manager as a Strategic Steward

In an Al-fueled world, the human change manager can become a steward, curator and ethical leader.

REFRAMING
CHANGE ITSELF

Change may not be episodic - it'll be constant and
continuous. What was formerly called “change”
becomes dynamic configuration of an adaptive

Human role: Define the purpose and ethical
boundaries of that adaptation. Not what's changing,
but why, for whom, and to what end?

COHERENCE
ORCHESTRATOR

With multiple autonomous agents making localized
decisions, human stewards should be
the connective tissue across Al-driven micro-changes.

Human role: Prevent fragmentation or "agent silos",
help ensure change aligns with strategy, brand, and
culture, harmonize bottom-up and top-down signals.

ETHICAL
NAVIGATOR

No matter how sophisticated agents become, they
can't predict political dynamics, navigate
organizational disturbance, or make morally grey
trade- offs.

Human role: Hold the ethical line and honor the
human experience of change, balancing data-driven
nudges with psychological safety and moral
accountability.
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CHIEF
MEANING-MAKER

Agents can track adoption. They can't inspire belief,
belonging, or resilience.

Human role: Storytelling, vulnerability, empathetic
leadership, and human presence in uncertainty.

AGENTIC
SYSTEM DESIGNER

The Agentic change system needs an architect.

Human role: Training agents, curating journeys, and
optimizing feedback loops to help ensure human-
centric, trusted and effective outcomes.




The Role, Behaviors, and Skills of the Human Change Manager

In an Al-fueled change system, change managers can transform from coordinators and communicators to curators of intelligence,
ecosystem stewards, and ethical enablers. Their skillset shifts from execution-heavy to systems thinking, data fluency, and trust-centric

leadership.
From... To...

System design Project manager System conductor
Data and R
Al Anecdotal insights Real-time sensing and response
fluency
Human-centered Standard personas Deeply personalized journeys
design and

empathy at scale

Ethical leadership Compliance enforcer

and guardrails
Change
Narrative communications
engineering
. Siloed change teams
Cross-functional g
facilitation
Stress-reactive
Self-awareness
and resilience
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Ethics steward

Meaning-making at scale

Embedded, fluid collaboration

Change-resilient leader

Required behavior/mindset shift...

Seeing the whole, not just parts - thinking in flows,
loops, and networks.

Curious, hypothesis-driven decision making grounded in
evidence.

Designing with, not for - listening deeply and adjusting
quickly.

Courageous ownership of unintended consequences.

Authentic, sensemaking leadership that bridges the
digital and human.

Bridge-builder with low ego and high adaptability.

Adaptive learner with comfort in ambiguity.

10

10



The Al-fueled revolution starts now

The Agentic revolution is swiftly advancing, with organizations adopting Al at different speeds. Each organization's Al-fueled change
transformation may look different, but here's how it could play out over time.

LEVEL 5
Human-led, agent
LEVEL 4 optimized
Human-led, agent
LEVEL 3 operated
Human + agent
systems

LEVEL 2
Human + agent teams

LEVEL 1
Human + assistant

Foundational

Traditional change
management methods +
emerging tech (Al used for

@
commes, dashboards)
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Contacts

Ready to begin your Al-fueled change journey? Deloitte can help.
Reach out today to start the conversation.

Meagan Lettau

Agentic Al Change leader, Deloitte Canada

mlettau@deloitte.ca

Kate Morican

Organization and Work Transformation
leader, Deloitte Global

kmorican@deloitte.ca

Ben Fish

Strategic and Technology Change leader,
Deloitte Australia

bfish@deloitte.com.au
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