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Human-ready is AI-ready

W H I T E  P A P E R

A measurement framework for AI readiness along three axes: usage,

engagement and performance. And what becomes visible the moment you lay

them over each other.
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The bottleneck is visible, and therefore solvable

AI investments rarely founder on technology. They founder on people who have not come

along, and on organisations that do not measure it. This white paper sets out why AI readiness

has four building blocks, how they relate to one another, and what segmentation follows from

that.

Three findings sit at the base. First: AI anxiety is not a general fear of technology but a

psychological response to rapid change, and it is measurable. Second: measuring readiness at

system level says nothing about the people who have to use the tools. Third: averages hide

precisely the segments an organisation ought to be steering on.

The proposal is a measurement along three axes — usage, engagement and performance —

broken out by team and by profile. Crossing engagement with performance yields nine

segments. Adding usage as a third axis reveals eight profiles that collapse into one another on

the flat plane, among them the earliest departure signal an organisation can measure.

For leadership and HR that produces three decisions: where to invest, which groups take

priority, and which causes need clearing up first. The measurement shows the end results, but

not what underlies them, and therefore not how those results can be influenced. So we go a

step further: we map the underlying causes per segment and decide together with the client

which segment to invest in.

Performance moves in quarters, engagement in months, usage in

weeks. One measurement a year? Then you simply miss the

moment itself.
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Investment without adoption

Organisations have the instruments. Licences have been bought, pilots are running, policy

frameworks have been written or sit on the roadmap. Yet the return does not arrive. The cause

rarely lies in the technology, but in the distance between what an organisation rolls out and

what its people do with it.



That distance is documented. Cisco’s AI Readiness Index classifies 13% of the organisations

surveyed as fully AI-ready, a share that held steady three years running across more than

8,000 respondents in thirty markets (Cisco, 2025). The Enterprise AI Maturity Index measures

on a different scale: in 2025 fewer than 1% of respondents scored above 50 out of 100, with

an average that fell from 44 to 35; in 2026 that average recovered to 51 (ServiceNow, 2025).

On the governance side the picture is one of limited control. In a survey of 900 CEOs, 96%

believe employees use generative AI without approval, and 79% are concerned about legal

exposure from AI agents (Dataiku/Harris Poll, 2026). Governance is trailing usage. That is less

a control problem than an information problem: people are working with AI at full tilt, just not

where anyone is looking.

On the employee side the pressure has risen. The Humans at Work Barometer, covering more

than 6,000 employees in ten countries, finds that 51% feel more pressure than a year earlier

and 48% end most working days mentally exhausted (Workhuman, 2026). AI is not the only

cause of that, but it is the change stacked on top.

The consequence is measurable in abandoned projects. In 2025, 42% of companies dropped

the majority of their AI initiatives, against 17% a year earlier (S&P Global, 2025). Gartner

expects more than 40% of agentic AI projects to be cancelled by the end of 2027, on rising

costs, unclear business value or inadequate risk controls (Gartner, 2025).
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Four building blocks, one complete picture

In practice, AI readiness is measured as a technical property of the organisation. That is one

half of the question, and not the half where it usually goes wrong. A complete framework has

two halves: is the employee ready for it, and can the organisation carry it. The first half breaks

into three axes, the second into seven dimensions. Four parts in all, each with exactly one

primary source.

Part 1 · The employee

1a. Usage

What someone actually does with AI: which tools, how intensively, at what cost. This axis is

objective and usually already sits in existing telemetry and metadata, without anyone having to

https://www.cisco.com/c/m/en_us/solutions/ai/readiness-index.html
https://www.servicenow.com/workflow/ai/enterprise-ai-maturity-index-2025.html
https://www.businesswire.com/news/home/20260504326886/en/78-of-CEOs-Say-AI-Could-Cost-Them-Their-Job-and-Their-Companys-Future-Finds-Dataiku-Global-AI-Confessions-Report
https://www.workhuman.com/resources/reports-guides/2026-workhuman-global-barometer-report/
https://www.pertamapartners.com/insights/ai-project-failure-statistics-2026
https://www.gartner.com/en/newsroom/press-releases/2025-06-25-gartner-predicts-over-40-percent-of-agentic-ai-projects-will-be-canceled-by-end-of-2027


be surveyed. It reacts in weeks, which makes it the only axis that runs ahead of the other two.

1b. Engagement

How someone relates to the work and to the change: understanding of the why, trust,

perceived autonomy, willingness to put in effort. Measuring engagement alone no longer

suffices in an AI-driven environment (WTW, 2026), but without this axis there is no

explanation at all for what the usage data shows. It reacts in months and has to be actively

collected.

1c. Performance

What someone actually delivers. This axis is left out of AI readiness measurements almost

without exception, even though it determines whether usage and enthusiasm land in any

result. It reacts in quarters and comes from the organisation’s own existing review and results

cycle.

Part 2 · The employer

Data quality, infrastructure, governance, policy and the chosen use cases: seven dimensions

together that determine whether the organisation can carry AI. This half is not the bottleneck,

but it is the precondition: where governance is missing, usage becomes invisible rather than

absent. It is established from interviews and document analysis, supplemented with the

system data the organisation already keeps.

Why the four parts do not run in parallel

That is the analytical starting point of this framework. Whoever uses AI most is not necessarily

the strongest performer; nor is whoever is most engaged. Measuring on one axis therefore

produces systematically wrong conclusions. Perception alone labels critical but productive

employees as checked out. Usage data alone does not explain why someone has stalled.

Performance alone says nothing about how long that result is sustainable. And a strong

organisational score says nothing about the spread underneath it.

AI anxiety is the factor that connects the axes. It is not a general fear of technology but a

complex psychological response to rapid, systemic change (HRD America, 2026). A survey of

more than 1,500 full-time employees across five countries, in early 2026, found that 24%

reported worsened mental health from information overload and 23% a reduced sense of

control over their own future (Spring Health, 2026).

https://www.wtwco.com/en-us/insights/2026/04/fear-of-becoming-obsolete-high-impact-employee-experience-that-turns-ai-anxiety-into-confidence
https://www.hcamag.com/us/specialization/employee-engagement/how-can-employers-address-ai-anxiety-in-the-workplace/578170
https://www.springhealth.com/blog/hidden-cost-ai-anxiety-workplace-stressor
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From average to segment

A readiness score is an average, and an average describes a reality nobody in the organisation

experiences that way. A score of 68 out of 100, strong on talent and weak on governance, is

usable steering information at board level and at the same time unsuitable as a basis for

interventions.

The first segmentation layer is organisational. Beneath an average of 68, IT may sit at 95 and

Finance at 55. That difference determines where an intervention has effect and where it is

waste. Teams are rarely homogeneous, though, so this layer keeps producing averages too.

The second layer is individual and crosses the dimensions against each other. The matrix

below sets engagement against performance and yields nine segments, each with its own

intervention logic.

NEEDS AT TENTION UP TO THE JOB STRONG PERFORMER

Hidden potential

4 

Pillars

22 

Stars

17 

Struggling willing

6 

The engine

24 

High performer, flight

risk

12 

Disconnection

12 

Disengaged core

18 

Critical flight risk

9 

P E R F O R M A N C E  →

Figure 1. Segmentation on engagement and performance, with head count and share per segment (n = 124; percentages

rounded).
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3%

SKILL BUILDING

18%

PROFILE + STRETCH

14%

NURTURE & LET THEM

GROW

5%

COACHING + ROLE CHOICE

19%

MAINTAIN, DO NOT IGNORE

10%

1:1 NOW, FIND THE TRIGGER

10%

PLAN OR CONTROLLED EXIT

15%

INVESTIGATE BROADLY

7%

HIGHEST URGENCY



The largest group sits in the middle. The engine, 24 employees or 19%, scores average on

both axes and forms the load-bearing layer of the organisation. This group needs maintenance,

not intervention, and gets routinely skipped in adoption programmes in favour of the extremes.

The retention risk sits on the right of the matrix. High performer, flight risk (12 employees) and

Critical flight risk (9) perform at the top while their engagement drains away. This is not

ordinary turnover risk: the loss hits productive capacity directly, and the replacement cost of a

top performer far exceeds the cost of a timely conversation.

Top left sits the reverse profile. Hidden potential (4 employees) is strongly engaged but not yet

performing; Struggling willing (6) wants to but is stuck. The margin is greatest here, and the

instrument is skill building and coaching, not motivation.
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Usage as a leading indicator

The matrix in figure 1 shows two of the three dimensions. Add usage as a third axis and the

matrix stays the same but gains depth: the same nine segments exist in three layers, from low

to high AI usage. An employee is no longer in a box but at a coordinate.



Low usage

Average usage

High usage
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Figure 2. The engagement × performance × usage matrix. Every segment splits, and profiles appear that collapse into

one another on the flat plane.

Why this axis yields the most

The three axes measure the same story at different moments, and that is the substantive

reason to add the third. Performance records what has already happened and moves in

quarters. Engagement records the current relationship to the work and moves in months, at a

frequency tied to survey moments. Usage is behaviour, is continuously measurable from

existing telemetry, and changes in weeks. It is the only axis in the framework that runs ahead

of the other two, and therefore the only one that makes intervention possible before the loss

has occurred.

AXIS WHAT IT  RECORDS RESPONSE SPEED ROLE IN  THE FRAMEWORK

Performance Delivered result Quarters Trailing. Confirms after the fact.

Engagement Perception and willingness Months Concurrent. Explains the why.

Usage Actual behaviour Weeks Leading. Signals early.



Eight profiles that only become visible with the third axis

Each of the profiles below is hidden in figure 1 inside an existing box, together with people

who need the opposite approach. The usage axis pulls them apart. Not every combination of

the three axes is equally meaningful: the eight below are the profiles that stand out most

sharply in practice and matter most for an intervention.

Multiplier

Performance high Engagement high

Usage high

High on all three axes. They not only

perform strongly themselves, their way of

working sits in the system rather than in

their head, which makes it transferable to

the rest of the organisation.

Intervention: make their way of working

the rollout plan. Smallest group, largest

leverage.

Analogue high performer

Performance high Engagement high

Usage low

Performs excellently without AI. No

problem today, but the clearest evidence

that the use cases on offer do not fit the

work that matters most.

Intervention: do not impose a usage

target. Ask why the tools solve nothing

for them, and feed that back into use case

selection.

Quiet leaver

Performance high Engagement medium

Usage declining

Results are still at level and the

engagement score is not yet alarming, but

usage has been falling for weeks against

their own baseline. The earliest reliable

signal that someone is taking mental leave.

Intervention: a conversation within two

weeks, about what has changed and not

about the numbers.

Shadow user

Usage high Outside the approved channel

Self-reported usage is high, measured

usage in the approved environment is low.

That gap is itself the signal. In a survey of

900 CEOs, 96% suspect this is happening

in their own organisation.

Intervention: offer a workable channel

instead of a ban. This group is evidence of

demand, not of unwillingness.



Busy bee

Performance low Engagement medium

Usage high

Plenty of activity in the tools, little result at

the end. High usage here is not a sign of

adoption but of unclear priorities or a tool

landscape that is too fragmented.

Intervention: revisit workload and

prioritisation. Extra training or extra

tooling makes this profile worse.

Wrong seat

Performance low Engagement high

Usage high

Does everything asked, uses everything

offered, and still does not get ahead. With

both high effort and high usage, the cause

rarely lies with the person and usually with

the role.

Intervention: a role conversation instead

of a performance conversation. There is

often a better place internally.

Off the radar

Performance low Engagement low

Usage low

No signal on any axis. In figure 1 this group

collapses into Disconnection, but the

distinction is essential: here there is no

data, and therefore no view of what is

going on.

Intervention: personal contact before

process. Starting a performance plan on

the basis of absent data is not defensible.

The engine

Performance medium Engagement medium

Usage medium

Average on all three axes and, at 19%, the

largest group. The load-bearing layer of

the organisation: no outlier, no alarm

signal, but the group adoption programmes

routinely skip in favour of the extremes.

Intervention: maintenance, not

intervention. This group deserves as much

attention as the extremes, in proportion to

its size.

From resolution to choice

Every additional dimension raises the resolution, and with it the number of segments an

organisation cannot possibly serve all at once. The follow-up question becomes strategic

rather than analytical. Organisations usually pick one of three routes. All three are defensible.

None of the three is executable without segmentation.



Champions

Invest in the leaders,

expecting them to pull the

rest along.

The middle group

Commit to the large, average

group where most of the

volume sits.

Those at risk of checking

out

Start with the retention risk,

to prevent the loss of

productive capacity.

W H E R E  T H E  M EAS U R E M E N T  E F FO RT  B E LO N G S

Two of the three axes are already filled in, in practice. Usage comes from telemetry and

metadata that are already there, performance from the existing review and results cycle.

Both are objective, continuously available and require nobody’s cooperation. They are, in

other words, the easy part.

Engagement and experience are the only axis that has to be actively collected, and at the

same time the only one that gives meaning to the other two. Without experience, a falling

usage figure is a number without direction: it shows that someone is checking out, not

whether that is down to lack of time, distrust, a badly chosen use case or work that has

changed in the meantime. That is where the intervention sits, and so that is where the

centre of gravity of the measurement effort belongs.

Reach everyone, not only whoever has a mailbox. A measurement that captures 30% of

the organisation, mostly desk-based roles, produces a distorted picture that is more

dangerous than no picture.

Measure short and often rather than long and yearly. Experience changes faster than

an annual cycle can follow.

Ask about experience, not satisfaction. Satisfaction measures whether someone is not

complaining. Experience measures whether someone still believes they matter, and that is

the variable that moves.

Read direction, not level. Not how the organisation scores, but which team has been

moving the wrong way since the spring, and what changed there.
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From symptom to cause

A segment locates a problem; it does not explain it. Two employees can end up in the same

box for opposite reasons, and that cause does not sit in the KPIs themselves. Usage,

engagement and performance tell you what is moving. To know why, that movement has to be

correlated with the drivers behind it.

Classic engagement models do exactly that. Job Demands-Resources correlates job

characteristics — workload, autonomy, social support, resources — with outcomes such as

work engagement and burnout. Self-Determination Theory correlates the degree to which

autonomy, competence and relatedness are met with motivation and wellbeing. Neither

measures a score in isolation; both explain a score by tying it to what lies underneath.

The elli approach extends that logic into the AI domain. Usage, engagement and performance

are the KPIs; alongside them sits a set of key drivers, job characteristics and job experience

specific to AI adoption: perceived usefulness, autonomy over the tool, trust in the policy,

workload, leadership support, psychological safety to experiment. By correlating KPIs against

drivers, it becomes visible which driver most strongly explains a score in a specific segment, in

the same way JD-R and SDT do for classic engagement measurements.

That distinction is what determines the intervention. A low usage score that correlates strongly

with trust in the policy calls for communication. The same score, correlated with perceived

autonomy, calls for a different kind of tool or a different role. The KPI points at the place; the

correlation with the drivers points at the cause.

On the communication side, a systematic review confirms the mechanism: when employees

understand why change is happening and how they fit into the future, wellbeing improves and

engagement rises (Frontiers in Psychology, 2026). Clear and consistent communication shrinks

the space in which uncertainty grows — itself a driver taken into the correlation.

In practice this means the KPI measurement is a starting point and not an end point. The

segments follow from usage, engagement and performance; the cause follows from the

correlation with the drivers, supplemented with open answers, conversations and context. Only

then is an intervention more than a guess.
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https://www.frontiersin.org/journals/psychology/articles/10.3389/fpsyg.2026.1824525/full


Methodology in four to six weeks

The elli model, based on the ADKAR model (Awareness, Desire, Knowledge, Ability,

Reinforcement), offers a usable ordering of the causes that emerge from the measurement.

Someone who does not know why AI is being introduced does not have a training problem but

a communication problem. Someone who wants to but cannot does not have a motivation

problem but a skills problem. Someone who can but does not runs into workload, prioritisation

or missing reinforcement.

The framework becomes operational through three data sources that check each other,

followed by analysis, reporting and follow-up.

Survey. A questionnaire maps maturity, adoption and perception across seven dimensions,

broken out by team. Open questions supply the cause information that closed items cannot

yield.

Telemetry. Usage and token data come from metadata that is already available, surfaced via

OpenTelemetry. They show actual usage, spend per team and the anti-patterns, with a cost

estimate per pattern.

Interviews and document analysis. Policy, governance and context are captured from existing

documents and supplemented with conversations in key positions. This source corrects the

survey wherever perception and the formal framework diverge.

Analysis and scoring. Every dimension gets a score from 0 to 100, weighted by priority,

alongside a dimension profile showing strong and weak spots. Five maturity levels translate

the composite score into one readable position: waiting, exploring, adopting, scaling or

embedded.

Lead time. Week 1 as-is scan, weeks 2 and 3 the survey, week 4 analysis, weeks 5 and 6 a

board-ready readout with recommendations per theme, each with an owner and an intended

result.

Privacy and compliance. Reporting is aggregated only, with a minimum of five respondents

per group, GDPR and AI Act compliant. That choice is not merely legal: a measurement that

undermines trust worsens exactly the problem it sets out to solve.

Follow-up. Readiness is not a snapshot. Pulse and impact measurements at fixed intervals

show whether an intervention actually moves the intended segment, or merely lifts the

average.
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Preparation begins with sight

The obstacle to AI adoption is rarely technical. It sits in the difference between what an

organisation rolls out and what its people can, want to and are allowed to do with it — and

precisely that difference stays out of view in most readiness measurements.

Three dimensions together yield the segments you can steer on. Segmentation exposes the

retention risks and the growth margins an average hides. The third axis, usage, then

determines how much time is left to do something about it. And the cause analysis determines

whether an intervention has to address communication, skill or reinforcement.

For most organisations AI is not the biggest risk. Being unprepared for it is. And preparation

does not begin with the technology, but with sight of where the people stand.

elli brings the three axes together in one programme, from measurement to segments to

intervention.
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Curious where your own organisation stands?

elli measures usage, engagement and performance in one go, and shows you the segments

underneath the average.

hello@elli.be · www.elli.be
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