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A practical framework and assessment for pacing Al-driven change to human-system capacity

CORE PRINCIPLE
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Sustainable Al adoption happens when the pace of Al-driven change matches the
organization’s ability to absorb, adapt, and recover.

PART | — UNDERSTAND THE FRAMEWORK
THE BIG IDEA

Al is accelerating. Human systems still need time to absorb
change.

Artificial intelligence is advancing at a pace that encourages organizations to focus on capability: what
the technology can do now, what it may do next, and how quickly competitors are moving. Those are
important questions. But they are not the only questions leaders need to ask.

Organizations are human systems. They are made up of people, roles, relationships, workflows,
decision rights, habits, norms, knowledge, and trust. Those systems do not change simply because a
new tool becomes available. They need time to understand change, learn new behaviors, integrate
new ways of working, stabilize performance, and recover the capacity required for the next wave.

The Al-Driven Change Absorption Framework is designed to make that dynamic visible. It shifts the
leadership question from “How fast can we deploy Al?” to “How fast can this human system
responsibly absorb Al-driven change without degrading the capabilities that make it work?”

THE CENTRAL RISK

When the rate of Al-driven change persistently exceeds the human system’s ability to absorb it,
unabsorbed change accumulates. Strain grows. Judgment, trust, clarity, learning, accountability, and
resilience can begin to weaken even while individual Al tools appear successful.

What this framework is—and what it is not

This is not an argument for slowing Al simply because change is uncomfortable. It is not a maturity
model that rewards organizations for adopting more tools. And it is not a claim that every team has the
same tolerance for change.

It is a pacing and resilience framework. Its purpose is to help leaders recognize that change has to be
absorbed, not merely introduced. Healthy implementation depends on both sides of the equation: the
pace and magnitude of Al-driven change entering the system, and the system’s current capacity to
integrate that change responsibly.

e Use it to decide how much Al-driven change to introduce at one time.

e Use it to detect early signs that absorption strain is building.

e Use it to identify which human-system capacities need strengthening before more change is added.
e Use it to pace change in waves, allowing the organization to learn, stabilize, and recover capacity.
e Use it to protect long-term performance while still capturing the value of Al.
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GRAPHIC 1 — THE WHY
Organizations can absorb only so much change at a time

Al-Driven Change Absorption Framework
Organizations can absorb only so much change at a time.

An organization is a human system of people, roles, relationships, workflows, and decisions.
Like a sponge, it can absorb only so much Al-driven change at one time.
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Organizations can absorb only so much change at a time

Place the approved Graphic 1 here. The visual should show the sponge moving from high remaining
capacity to absorption strain to overload as Al-driven change continues to arrive.

Figure 1. Organizations can absorb only so much change at a time

What the sponge represents

The sponge is a deliberately simple metaphor for the organization as a human system. A dry sponge
has substantial remaining capacity. A partly saturated sponge can continue to absorb, but it is

approaching its limit. A fully saturated sponge cannot take in more water at the same rate; additional
water spills over.

Al-driven change is the water. It may arrive as new tools, automated workflows, new expectations,
changed decision processes, new forms of monitoring, new agent capabilities, or entirely different

ways of organizing work. Each change requires human attention and adaptation before it becomes
part of normal operations.
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Absorption is more than adoption

An organization has not absorbed a change simply because a tool has been purchased, configured, or
made available. Absorption occurs when people understand the change, know when and how to use it,
have adjusted roles and workflows around it, can recognize when it is wrong, and can perform reliably
within the new operating environment.

This distinction matters because adoption can look successful while absorption is failing. Usage may
be high while confusion rises. Productivity may increase for some tasks while mentoring declines.
Decisions may become faster while accountability becomes less clear. The framework asks leaders to
look beyond deployment metrics and examine the condition of the human system.

How to use Graphic 1

Graphic 1 is the front door to the framework. It is intended to create a shared language before leaders
begin discussing policies, technologies, or implementation schedules. The immediate question is not
whether people “like” Al. It is whether the system has enough remaining capacity to take in this next
wave of change without destabilizing performance.

e Before a new Al initiative, ask: How saturated is this team already—from Al and from all other
forms of change?

e Ask what other transformations, reorganizations, staffing pressures, technology rollouts, or project
demands are competing for the same human bandwidth.

e Treat signs of strain as information about system capacity, not automatically as resistance to Al.

e Avoid assuming that because one group has capacity, the entire organization does.

LEADERSHIP QUESTION

What is already occupying the organization’s capacity to learn, adapt, coordinate, and recover—and
how much capacity remains for the next wave of Al-driven change?
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GRAPHIC 2 — THE WHAT
Too much change too fast destabilizes the organization

Al-Driven Change Absorption Framework

Too much change too fast destabilizes the organization.

When Al-driven change exceeds what the human system
can absorb, strain appears across the system’s core capacities.
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Too much change too fast destabilizes the organization
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Place the approved Graphic 2 here. The visual should show the five interdependent dimensions of
Change Absorption Capacity and the warning that performance, judgment, trust, and resilience degrade
when capacity is exceeded.

Figure 2. Too much change too fast destabilizes the organization

What determines Change Absorption Capacity?

The sponge metaphor explains why capacity matters. Graphic 2 explains what that capacity is made
of. Change Absorption Capacity is not a single resource. It is created by several interdependent
human-system conditions. Weakness in one can reduce the effective capacity of the whole system.

#

Dimension

Human Capability &
Learning

Responsibility & Authority

Governance & Resilience

Culture & Human-System
Health

Learning & Adaptation

Why the dimensions are interdependent

What it protects

Skills, judgment, experience, mentoring, and the
ability to understand Al, use it appropriately,
recognize when it is wrong, and continue
functioning when it is unavailable.

Clear ownership, decision rights, accountability,
and a deliberate match between the power
delegated to humans or Al agents and the
responsibility attached to that power.

Safeguards, escalation paths, auditability,
independent review, reversibility, and the ability to
stop, correct, and recover when Al-assisted
decisions or systems fail.

Trust, psychological safety, clarity, workload
balance, responsible behavioral modeling, and
norms that allow people to question outputs,
surface concerns, and sustain performance
through change.

Feedback loops, experimentation, reflection,
course correction, and the organization’s ability to
learn from implementation rather than simply
continue deploying more technology.

An organization can have excellent technology training and still have low absorption capacity if people
do not know who is accountable for Al-assisted decisions. It can have clear governance and still
struggle if workloads leave no time to learn. It can have sophisticated policies and still create risk if
senior leaders model shortcuts that tell everyone else the rules are optional.
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That last dynamic is particularly important. Culture is shaped not only by policies but by what people
observe powerful actors doing without consequence. In project environments, behavior spreads. The
same will be true of Al practices. Responsible use demonstrated at the top can propagate; so can
careless use, unquestioned reliance, or the normalization of exceptions.

What strain looks like before overload

Overload rarely begins with a dramatic failure. It usually appears first as weak signals. These leading
indicators are valuable because they create an opportunity to act while the organization still has
choices.

e People are using Al outputs but cannot explain or challenge them.

e Review becomes ceremonial rather than substantive.

e Responsibility blurs when an Al-assisted decision causes a problem.

e Junior staff lose opportunities to develop foundational expertise.

e Workarounds and exceptions multiply faster than governance can adapt.

e Teams report greater speed but declining trust, clarity, or coordination.

e The organization becomes increasingly unable to perform critical work without Al.

e People stop raising concerns because the pressure to adopt or accelerate is stronger than the
permission to question.

KEY IDEA

The goal is not to eliminate strain. Some strain is a normal part of learning. The goal is to recognize
when strain is accumulating faster than the system can adapt and recover.
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Leaders must pace change to the organization’s rate of

responsible absorption

Al-Driven Change Absorption Framework

Leaders Must Pace Change to the Organization’s Rate of Responsible Absorption

Absorption rate is the time the human system needs to absorb change, adapt, recover capacity, and be ready for more.
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What ‘Absorption Rate’ Means
Absorption rate is how quickly the organization can take in Al-driven change,
integrate it into everyday work, and recover enough capacity to absorb the next wave responsibly.

How Leaders Manage the Pace
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@ Core principle: Sustainable Al adoption happens when the pace of Al-driven change

matches the organization’s ability to absorb, adapt, and recover.

Graphic 3 of 3

Leaders must pace change to the organization’s rate of responsible absorption

Place Graphic 3, Version 5 here. It should show the healthy cycle—introduce a wave, absorb it, recover
capacity, add the next wave—and the warning branch showing saturation/overflow if more change
arrives before recovery.

Figure 3. Leaders must pace change to the organization’s rate of responsible absorption

Capacity and absorption rate are different

Graphic 3 adds time to the framework. Change Absorption Capacity describes how much change the
system can responsibly hold at a given moment. Absorption rate describes how quickly the
organization can take in a wave of Al-driven change, integrate it into everyday work, adapt, and
recover enough capacity to responsibly absorb the next wave.
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The recovery phase is essential. The organizational equivalent of a sponge drying is not that the
change disappears. It is that the change becomes normalized. People know what to do. New
workflows become routine. Uncertainty falls. Skills improve. Coordination stabilizes. The new capability
consumes less conscious attention and management bandwidth than it did during introduction.

The healthy cycle

e Introduce a manageable wave of Al-driven change.

e Give the human system time to learn, adjust, integrate, and stabilize.

e Watch for signs that strain is declining and capacity is recovering.

e Add the next wave only when enough capacity has returned to absorb it responsibly.

The saturation branch

The most important addition to Graphic 3 is the alternate path. If additional change keeps arriving
before the system has recovered capacity, the sponge becomes saturated. The unabsorbed change
does not vanish. It appears elsewhere in the system as confusion, rework, burnout, declining
judgment, coordination problems, dependency, weak accountability, or failures that surface later.

This is why pacing is a leadership responsibility. The fastest technically possible rollout is not
necessarily the fastest path to sustainable value. A slower first wave that is genuinely absorbed can
create the capacity for a faster second wave. Repeated overload can do the opposite: every new
initiative begins with a system that is already depleted.

How leaders manage the pace

e Introduce change in waves rather than treating every available Al capability as an immediate
implementation priority.

e Give people protected time to learn and adapt; do not expect absorption to occur invisibly on top of
full workloads.

e Monitor leading indicators of strain, including workload, confusion, trust, error detection, role clarity,
and dependency.

e Pause, slow, simplify, or sequence differently when strain is accumulating faster than recovery.

e Build future absorption capacity through training, mentoring, clearer roles, better governance, better
tools, and stronger support.

e Use each wave as a learning cycle. What was harder than expected? What stabilized quickly?
What capability was strengthened or weakened?

THE LEADERSHIP MINDSET

Lead the pace. Build the capacity. Protect the people and the essential human capabilities. Create
value that lasts.
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PUTTING THE FRAMEWORK TO WORK
A practical conversation before the next Al rollout

The framework is intended to be used in real leadership conversations, not merely displayed as a
conceptual model. Before introducing a consequential new Al capability, a leadership team can walk
through a short sequence of questions.

1. What change is actually entering the system?

Define the real change, not just the technology. Which tasks, decisions, roles, expectations,
relationships, or workflows will be different? How much authority is being delegated to Al?

2. What is the current condition of the sponge?

Consider existing transformation load, staffing pressure, project demands, technology
implementations, organizational changes, and recent disruptions. How much remaining capacity is
realistically available?

3. Which absorption dimensions are strongest and weakest?

Look across human capability and learning, responsibility and authority, governance and resilience,
culture and human-system health, and learning and adaptation.

4. What would strain look like here?

Agree in advance on the early warning signs that would tell leaders the change is arriving faster than it
can be absorbed.

5. What recovery will we allow before the next wave?

Define what “absorbed enough” means. Do not rely solely on elapsed time; look for evidence that the
new way of working has become understandable, stable, and sustainable.

6. What must remain humanly recoverable?

Identify critical judgment, expertise, mentoring pathways, escalation authority, and operational
capabilities that should not be allowed to disappear simply because Al can temporarily perform the
work.

A framework for acceleration—not artificial restraint

The framework should not be interpreted as a brake on innovation. In fact, organizations with stronger
absorption capacity should be able to move faster because they recover more quickly between waves.
Strong learning systems, clear accountability, resilient governance, healthy culture, and capable
people increase the rate at which change can be responsibly integrated.

The strategic objective is therefore not simply to reduce the rate of Al-driven change. It is to increase
the organization’s ability to absorb change without sacrificing performance, judgment, trust,
responsibility, resilience, or human flourishing.

A DIFFERENT MEASURE OF Al READINESS

10
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The question is not only “Do we have the technology?” It is “Does the human system have the
capacity to absorb what this technology will change?”

WHY THIS MATTERS IN CONSTRUCTION

Construction is already a high-change, high-consequence
human system

Construction organizations and project teams operate under conditions that make absorption capacity
especially consequential. Projects already involve shifting conditions, schedule pressure, distributed
authority, multiple firms, contractual obligations, safety-critical decisions, incomplete information,
workforce turnover, and constant coordination across organizational boundaries.

Al will enter that environment on top of existing change, not into an empty system. A new estimating
assistant, scheduling agent, document-review tool, field reporting workflow, or autonomous
coordination capability may be valuable on its own. The challenge is the cumulative effect when
multiple tools alter work simultaneously across people who are already operating near capacity.

For construction leaders, the framework therefore offers a different implementation discipline: do not
evaluate an Al use case only by its technical promise or individual ROI. Evaluate whether the project
or organization has enough absorption capacity to integrate the change without weakening the
judgment, accountability, coordination, and relationships upon which project performance depends.

The deeper responsibility principle

As Al systems become more capable and receive more delegated authority, responsibility must
increase with power. This applies to people, organizations, developers, and eventually autonomous
agents. Capability without corresponding responsibility transfers risk into the surrounding system.

The Change Absorption Framework makes that principle practical. Responsibility and authority are not
a separate governance layer added after deployment; they are part of the organization’s capacity to
absorb Al-driven change safely in the first place.

What leaders should protect as Al expands

e Independent human judgment that can genuinely challenge an Al recommendation.

e Clear accountability for consequential decisions, even when Al contributed heavily to the analysis
or action.

e Mentoring and development pathways that produce tomorrow’s experienced professionals.

e The ability to stop, reverse, or recover from an Al-assisted action that turns out to be wrong.

e A culture where questioning the system is treated as responsible behavior rather than resistance.

e Enough redundancy and retained expertise to remain resilient when technology fails or
circumstances fall outside the model’s competence.

11
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CONCLUSION

The objective is not maximum speed. It is sustainable
progress.

Al capability will continue to advance. Organizations will face constant pressure to adopt more tools,
automate more work, and delegate more authority to increasingly capable systems. The central
leadership challenge is not to stop that change. It is to ensure that the human system remains capable
of governing, learning from, and benefiting from it.

The Al-Driven Change Absorption Framework provides a simple way to see the problem. Every
organization has finite capacity. That capacity is created by human capability, responsibility,
governance, culture, resilience, and learning. Capacity is consumed during change and recovered as
change is integrated and normalized. When new waves arrive before recovery, strain accumulates and
eventually becomes overload.

That makes pacing an active management responsibility. Leaders can sequence change, strengthen
absorption capacity, monitor strain, allow recovery, and preserve the human capabilities that will still
matter when today’s Al tools have been replaced by tomorrow’s.

CORE PRINCIPLE

The pace of Al-driven change should not exceed the rate at which the human system can
responsibly absorb, adapt, and recover.

The goal is not less Al. The goal is a human system strong enough to absorb Al in ways that improve
performance while preserving responsibility, judgment, resilience, trust, and the capacity to keep
learning.

12
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PART Il — ASSESS YOUR ORGANIZATION
Turn the framework into a practical pacing decision

The framework becomes useful when leaders can see not only the idea, but their current
condition. Part Il provides a structured assessment for comparing the pressure of Al-driven
change with the human system’s capacity to absorb, integrate, govern, and recover from that
change. Use it as a decision aid—not as a maturity score or certification.

ASSESS — INTRODUCE A WAVE — OBSERVE — ABSORB — RECOVER — REASSESS —
ADD THE NEXT WAVE

PURPOSE
What this assessment is designed to measure

The Al-Driven Change Absorption Capacity Assessment is designed to help leaders determine
whether the pace and magnitude of Al-driven change entering an organization are aligned with
the human system’s current ability to absorb that change responsibly.

It is not an Al maturity score, a technology-readiness ranking, or a certification. It is a condition
assessment. Its purpose is to reveal whether a team or organization has enough remaining
capacity to integrate the current wave of change without degrading performance, judgment,
responsibility, trust, resilience, or human capability.

The assessment measures two different things that are often mistakenly treated as one:

e Change Pressure — how much Al-driven change is entering the system, how quickly it is arriving,
and how consequential it is.

e Absorption Capacity — the strength of the human-system conditions that allow people to
understand, integrate, govern, normalize, and recover from that change.

THE CENTRAL QUESTION

Is Al-driven change entering this human system at a pace it can absorb, integrate, and recover
from responsibly?

How leaders should use it

Use the assessment before a significant Al rollout, during periods of rapid implementation, when
warning signs of strain appear, and before introducing the next major wave of change. For larger
organizations, complete it at the team, project, business-unit, and enterprise levels rather than
assuming the whole organization has one uniform capacity.

The most useful result is not the total score by itself. The value comes from the conversation
around the evidence: where strain is accumulating, which dimensions are weakest, whether
responsibility still matches authority, and whether the system has genuinely recovered enough
capacity for the next wave.

13
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Recommended cadence

e Baseline: before a consequential Al implementation or major expansion of authority.

e Pulse check: every 30—60 days during active change waves, or more often when strain is visible.

e Recovery gate: before adding the next significant wave of Al-driven change.

e Longitudinal view: retain dated scores and evidence so leaders can see whether absorption
capacity is strengthening or being consumed over time.

@ sudyco'

14



FRAMEWORK
The assessment logic

The framework treats an organization as a human system with finite capacity. Al-driven change
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enters that system in waves. People then need time and support to understand the change, alter
routines, learn new skills, clarify responsibility, stabilize workflows, and normalize the new way of
working. As that integration occurs, capacity recovers and the system can responsibly absorb

more.

The risk condition appears when new change continues to arrive before the system has recovered
enough capacity. The result is not simply “resistance to Al.” It can be absorption strain: the human
system is being asked to process more change than it can currently integrate well.

FIGURE PLACEHOLDER

and saturation.

Insert the three Al-Driven Change Absorption Framework graphics here or as a three-page figure
sequence: (1) finite capacity, (2) system dimensions and destabilization, and (3) pacing, recovery,

The five dimensions of human-system absorption capacity

# Dimension

1 Human Capability & Learning

What it measures

Skills, judgment, mentoring, experience, and the ability to
work effectively when Al is wrong or unavailable.

2 Responsibility & Authority

Clear ownership, decision rights, accountability, and
responsibility that increase as Al power and delegated
authority increase.

3 Governance & Resilience

Safeguards, escalation, auditability, reversibility,
independent challenge, and the ability to stop, correct, and
recover.

Culture & Human-System
Health

Trust, psychological safety, clarity, workload balance,
ethical behavior, and norms that sustain people through
change.

5 Learning & Adaptation

Feedback loops, experimentation, reflection, course
correction, and the ability to continuously improve how
change is introduced and absorbed.

15



Scoring scale

Construction Al La

Practical Al for better results

Use a 1-5 score for each statement. Score the condition you can currently observe—not the
policy that exists on paper or the condition you hope to have.

Scor Meaning

e

1 Not in place / severe strain

What it looks like

The condition is largely absent, unclear, or actively creating
risk.

@ sudyco®

2 Weak / inconsistent

Some elements exist, but they are unreliable or depend on
individual effort.

3 Mixed / developing

The condition is partly established, but gaps remain and
strain is visible.

4 Strong

The condition is consistently present and supports
responsible absorption.

5 Very strong / resilient

The condition is embedded, observable, and remains
effective under pressure.

16
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Measure the rate and pressure of Al-driven change

First measure what is entering the system. A high Change Pressure score is not automatically

@ sudyco®

bad; it simply means the organization is being asked to absorb more consequential change. The
leadership question is whether absorption capacity is strong enough to match it.

Assessment statement

Score Evidence / notes

1-5

1 Multiple Al-related changes, tools, automations, policies, or
workflows are being introduced at the same time.

the past 90 days.

2 The pace of Al-related change has increased substantially during

features.

Al is changing how people perform core work, make decisions,
3 coordinate, or communicate—not just adding convenience

Al systems are being given greater authority to recommend,
decide, act, or trigger actions with less direct human intervention.

expectations.

Teams are being asked to learn new tools or ways of working
5 while still carrying their normal workload and performance

or premature.

The organization is making Al-related changes that would be
6 difficult or costly to reverse if the implementation proves harmful

and attention.

Different teams, functions, or vendors are introducing Al changes
7 that interact with one another or compete for the same people

External pressure—from competition, clients, leadership,
8 vendors, or market expectations—is pushing the organization to
move faster than it otherwise would.

CHANGE PRESSURE INDEX

Add the eight scores and divide by 8 = /5

Higher scores mean more change pressure is entering the system.

Do not interpret this score alone; compare it with absorption capacity.

17
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DIMENSION 1
Human Capability & Learning

ASSESSMENT QUESTION

Does the organization still have the human knowledge, judgment, learning pathways, and
practical bandwidth required to work well as Al becomes more capable?

# Assessment statement Score Evidence / notes

1-5

People understand where Al is being used in their work and what
is changing because of it.

2 People have enough time and support to learn new Al-enabled
workflows before being expected to perform at full speed.

Critical human judgment and domain expertise are being

3 preserved rather than unintentionally displaced.

4 Junior staff and emerging professionals still have meaningful
pathways to build foundational knowledge and experience.

5 People can recognize when Al output may be wrong, incomplete,

biased, or outside the system’s competence.

6 The organization retains the ability to perform critical work when
Al systems are unavailable or unreliable.

HUMAN CAPABILITY & Add the six scores and divide by 6 = 15
LEARNING SCORE

18
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Responsibility & Authority
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them?

ASSESSMENT QUESTION
As Al power and delegated authority increase, are responsibility and accountability increasing with

Assessment statement

Evidence / notes

1 For consequential Al-assisted decisions, it is clear who owns the
decision and who is accountable for the outcome.
2 The level of human oversight increases as Al capability,
autonomy, and delegated authority increase.
People know what an Al system is allowed to recommend,
3 decide, initiate, or execute—and what remains outside its
authority.
4 No individual or Al system can unilaterally remove the safeguards
designed to constrain its own authority.
Leaders model the same responsible Al behaviors they expect
5 from others rather than creating informal exceptions for
themselves.
6 When responsibility is shared across humans, vendors, and Al
systems, the accountability chain is explicit rather than assumed.
RESPONSIBILITY & Add the six scores and divide by 6 = 15
AUTHORITY SCORE

19
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DIMENSION 3
Governance & Resilience
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ASSESSMENT QUESTION

Can the system detect, challenge, stop, reverse, and recover from poor Al-assisted decisions or
misuse of authority?

Assessment statement Score Evidence / notes

1-5

Consequential Al actions can be stopped, challenged, reversed,
or escalated when necessary.

2 Independent human judgment remains available and is
meaningful—not merely a ceremonial approval step.

The organization can trace important Al-assisted decisions,
3 inputs, approvals, and actions through reliable records or audit
trails.

Known failure modes, misuse scenarios, and unintended
4 consequences are stress-tested before high-impact Al use is
expanded.

There are clear pathways for people to report concerns,
challenge Al output, or escalate risk without retaliation.

The organization has redundancy, backup knowledge, and
6 recovery plans if an Al-enabled process fails or behaves
unexpectedly.

GOVERNANCE & Add the six scores and divide by 6 = 15
RESILIENCE SCORE

20



DIMENSION 4
Culture & Human-System Health
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ASSESSMENT QUESTION

people copy from those in power?

What is Al-driven change doing to trust, workload, behavior, psychological safety, and the norms

Assessment statement

People feel safe raising concerns about Al, workload, errors, or
unintended consequences.

Score Evidence / notes
1-5

Al-related change is not creating sustained confusion, burnout,
rework, or excessive cognitive load.

Trust remains strong enough for people to share uncertainty,
admit mistakes, and challenge questionable outputs.

Speed and productivity are not being rewarded in ways that
normalize shortcuts, hidden risk, or irresponsible behavior.

Leaders pay attention to what behaviors their own Al use is
making culturally acceptable throughout the organization.

People understand the purpose of Al-related changes and can
connect them to better work, better outcomes, or reduced

friction—not change for its own sake.

HUMAN-SYSTEM HEALTH
SCORE

CULTURE & Add the six scores and divide by 6 = 15
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DIMENSION 5
Learning & Adaptation

ASSESSMENT QUESTION

Can the organization learn fast enough to integrate change, recover capacity, and improve the
next wave rather than simply accumulating more change?

# Assessment statement Score Evidence / notes

1-5

1 The organization gathers feedback from the people actually doing
the work after Al-related changes are introduced.

Leaders use leading indicators of strain—such as rework,
2 confusion, workarounds, skill loss, trust decline, or workload
pressure—to adjust the pace of change.

3 Al implementations are introduced in manageable waves rather
than as an uninterrupted stream of change.

4 Teams are given enough time between major changes for new
practices to stabilize and become normal.

Lessons from pilots, errors, near misses, and successful
experiments are captured and used to improve the next wave.

The organization can deliberately slow, pause, simplify, or
6 sequence Al-related change when evidence shows the system
needs time to recover.

LEARNING & ADAPTATION Add the six scores and divide by 6 = 15
SCORE
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Calculate the absorption gap

The framework becomes useful when leaders compare the rate of change entering the system

@ sudyco®

with the system’s current ability to absorb it. The goal is not to maximize either score. The goal is
to keep them in responsible relationship.

Dimension Evidence / concern to carry forward
Human Capability & Learning /5
Responsibility & Authority 15
Governance & Resilience 15
Culture & Human-System Health __I5
Learning & Adaptation 15

ABSORPTION CAPACITY
SCORE

Add the five dimension scores and divide by 5 =
15

A high overall score can hide a critical weak dimension. Always
review the lowest dimension and critical red flags before proceeding.

CHANGE PRESSURE INDEX

From Part 1 = /15

ABSORPTION GAP

Change Pressure Index — Absorption Capacity Score =

Positive numbers mean change is beginning to outrun capacity.
Negative numbers mean capacity is ahead of current change
pressure.

Interpret the condition

Absorption Condition Interpretation Leadership response

Gap

<-0.75 Capacity Ahead of The system has meaningful room to Proceed in waves; keep

Change absorb the current wave. Continue monitoring and preserve
deliberately and protect recovery time. recovery capacity.

-0.74 to +0.25 Balanced / Watch The pace of change and absorption Hold pace steady; do not
capacity are roughly aligned. Monitor add major change
leading indicators before adding more. without evidence of

recovery.

+0.26 to +0.74 Absorption Strain

Change is beginning to outrun the system. | Sequence or pause new
Slow, sequence, strengthen weak change; strengthen
dimensions, and restore capacity. weakest dimensions
before accelerating.
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Absorption Condition Interpretation Leadership response
Gap
= +0.75 Overload Risk Change is materially exceeding absorption | Stop adding
capacity. Pause or reduce consequential consequential change;
change until critical conditions recover. stabilize the system and

restore capacity first.

Do not let averages hide a critical weakness

The score is a decision aid, not a substitute for judgment. A system should not be classified as
healthy solely because the average looks strong. Certain conditions are significant enough to
override the overall score until they are addressed.

e No clear accountable human owner for consequential Al-assisted decisions.

e People cannot meaningfully stop, challenge, or reverse a consequential Al action.

e Critical work has become dependent on Al without a credible fallback or retained human capability.

e Sustained burnout, confusion, rework, or workload pressure is being normalized as the cost of
implementation.

e Leaders or powerful actors routinely bypass the governance rules expected of everyone else.

e New waves of change are arriving before previous changes have stabilized or recovery has
occurred.

e Independent review exists on paper but lacks the authority, information, or psychological safety to
challenge decisions.

CRITICAL RULE

If one or more red flags are present, treat the system as being in at least Absorption Strain until
the condition is resolved—even if the numerical score is higher.
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PART 4
The Next-Wave Recovery Gate

The sponge metaphor becomes operational at this point. The organization should not add the next
consequential wave simply because a calendar date has arrived. Leaders should look for
evidence that the previous wave has been absorbed and that capacity has materially recovered.

Use the following gate before introducing the next major Al-driven change. A “No” answer does
not automatically stop all progress, but it is a signal to understand what has not yet stabilized and
whether adding more change will push the system toward saturation.

# Recovery check Yes / No Evidence

1 People can explain the new Al-enabled workflow and their role in it
without relying on constant support.

2 The new way of working has become reasonably stable and is no
longer creating abnormal levels of confusion or rework.

3 Decision rights, responsibility, and escalation paths are clear in
practice—not just documented.

4 Critical human skills and independent judgment remain available where
they are still needed.

5 Workload and cognitive pressure have returned to a sustainable level.

6 People are raising concerns and challenging questionable output
without fear or friction.

7 Errors, near misses, and unintended consequences from the last wave
have been reviewed and acted upon.

8 The organization has evidence that the change is producing value
rather than merely increasing activity or speed.

9 The weakest absorption-capacity dimension has improved or is being
actively protected.

10 | Leaders can explain why the organization is ready for the next wave
and what would cause them to slow or pause it.

NEXT-WAVE DECISION

Proceed only when the evidence shows the system has recovered enough capacity for the next
wave. If recovery is incomplete, leaders can slow the pace, sequence the next change differently,
narrow its scope, strengthen support, or deliberately wait.
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PART 5
Turn the assessment into a pacing decision

The purpose of the assessment is action. After scoring, identify the smallest number of
interventions that will most improve the organization’s ability to absorb the current or next wave of
Al-driven change.

Priority condition Evidence Action Owner Review

date

Leadership questions

e \What Al-driven change is currently consuming the most human-system capacity?

e Which dimension is closest to saturation?

e \Where are we seeing strain that we may have mislabeled as resistance?

e \What critical human capability or pathway would be difficult to rebuild if we allowed it to disappear?

e Where has Al authority increased faster than responsibility or oversight?

e \What behaviors are leaders modeling that others are likely to copy?

e \What would we stop, slow, sequence, or simplify if protecting long-term performance mattered as
much as near-term speed?

e \What evidence would convince us that capacity has recovered enough for the next wave?
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FACILITATION GUIDE
How to use the assessment with a team

For consequential implementations, the assessment is stronger as a facilitated team conversation
than as a single-person score. Differences in scores are often more revealing than the average
because they expose where people experience the system differently.

1. Define the change wave — Name the specific Al-related changes being assessed. Avoid scoring
“Al'in general.”

2. Score independently — Ask participants to score the Change Pressure items and five capacity
dimensions before discussion.

3. Compare the spread — Look for items where scores differ by two or more points. Ask what
evidence each person is seeing.

4. Identify strain signals — Separate ordinary discomfort with change from evidence that the system
is genuinely overloaded or losing capability.

5. Test responsibility — For the most consequential use cases, ask who can decide, who can act,
who can stop the action, and who remains accountable.

6. Choose pacing actions — Decide what to continue, slow, sequence, narrow, support, or pause.

7. Set the recovery gate — Agree on the evidence that must be visible before the next major wave is
introduced.

8. Reassess — Repeat the assessment after the system has had time to absorb and normalize the
change.

Who should participate

Include people who experience the change from different positions in the system. Depending on
the use case, that may include executive leadership, project leaders, frontline users, IT, risk/legal,
HR or learning, process owners, and people responsible for safety, quality, or contractual
decisions. The objective is not consensus for its own sake; it is to see the system more
completely.
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LONGITUDINAL USE
From one-time assessment to organizational learning

The framework becomes more valuable when the organization retains its scores, evidence,
interventions, and outcomes over time. That creates a longitudinal record of how much change
the system was absorbing, what strain appeared first, which interventions restored capacity, and
whether faster Al adoption actually produced durable performance improvement.

For the Construction Al Lab, aggregated and appropriately anonymized use of the assessment
could eventually support a research base around safe Al absorption in construction: which
dimensions most often constrain implementation, what leading indicators predict overload, how
recovery occurs, and what leadership practices allow organizations to increase capability without
consuming resilience.

Suggested longitudinal record

Date Change wave Pressure Capacity Gap Condition What changed next

THE AIM

Not slower Al. Better absorption. The goal is to increase value while protecting the human
system’s ability to learn, judge, remain accountable, recover, and continue adapting.
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Measure Score
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Target / watch point

Notes
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Change Pressure Index __I5 Context measure; compare to capacity
Human Capability & Learning 15 < 3.0 = investigate

Responsibility & Authority 15 < 3.0 = investigate

Governance & Resilience 15 < 3.0 = investigate

Culture & Human-System Health | _ /5 < 3.0 = investigate

Learning & Adaptation /5 < 3.0 = investigate

Overall Absorption Capacity /5 Review lowest dimension

Absorption Gap

> +0.25 = strain; 2 +0.75 = overload
risk

Current condition

[] Capacity Ahead of Change
[ ] Balanced / Watch

[] Absorption Strain

[] Overload Risk

Next-wave decision

L1 Proceed [ Proceed with conditions [ Slow/sequence [ Pause and restore capacity

Top three actions before the next wave

1.

GUIDE DEVELOPMENT NOTE

Construction Al Lab
Practical Al for better results.
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@ sudyco®

PACE CHANGE.
BUILD CAPACITY.

Sustainable results come from aligning Al-driven

change with the capacity of the human system.

CONSTRUCTION
]11 Byl

Practical Al for better results.

Helping construction leaders pace
Al-driven change to human-system capacity.

@ ISBN 978-1-963482-00-0
ConstructionAlLab.ai et I ‘ “M W'
BUILDING THE FUTURE. TOGETHER 97781963"482000" >
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