& KAIVANT® PERSPECTIVES

Al LEADERSHIP

The Al Capability

Paradox

Is Al building your people up, or quietly wearing
them down?

Why a maturity score is not a plan, and what leaders can do instead.

By Michiel R. de Boer - Chief Architect, KAIVANT®
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Every board meeting now has a slide on Al. Every executive team tracks something:
pilot projects, software licences, compliance checklists.

To show they are on top of it, many leadership teams commission an Al assessment.
A few weeks later, a report arrives with a score. Something like “3.4 out of 5 for
Al readiness.”

It looks neat in a slide deck. But when the meeting ends, the real question is still open:
where do we actually stand with Al, and is anyone really steering it?

A score tells you where you sit on a scale. It does not tell you what to do on
Monday morning.

WHAT A SCORE GIVES YOU WHAT LEADERS NEED

3 4/5 What to do on
’ Monday

Where you sit on a scale.
Who acts, on what, and why it is the

right first move.

Figure 1. A score describes a position. An agenda tells people what to do next.

The paperwork trap

Most traditional assessments look at paperwork: policies written, committees formed,
frameworks in place.

But the risk and the value of Al do not live in policy documents. They live in how
people work every day. Three questions show the gap.

ON PAPER IN PRACTICE

Accountability An Al policy names an owner. When an Al system makes a high-
stakes recommendation, who
really owns the outcome: IT, the
business unit or the vendor?
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Challenge Staff are told to check Al output. Do people feel safe to question

an Al answer, or do they quietly
go along with it?

Pace An approved tools list exists. Are the rules keeping up with the
tools people are already using?

Figure 2. The same organisation can look strong on paper and weak in practice.

The question most assessments miss

Static assessments rarely look at the long-term effect on people. They skip the
question that matters most for lasting growth: is Al growing your people's own
capability, or slowly wearing it away?

If teams rely on Al without understanding how it reaches its answers, you are not
building capability. You are building hidden dependencies.

SUBSTITUTION - ERODES AUGMENTATION - BUILDS

Al does the thinking Al extends the thinking
Skills fade. Dependency grows, mostly Skills grow. Judgement gets sharper.
unseen. Take the tool away and People can still perform well without
performance drops. the tool.

Figure 3. The same Al tool can sit at either end. The difference is how work is designed and led.

oY

Relying on Al you do not understand is not
capability. It is a dependency you have not
seen yet.
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From measuring to acting

We built KAIVANT® to get leaders out of the audit loop.

Instead of another benchmark, the Kaivant-O Leadership Pulse gives one senior
leader a structured read of what Al is doing to the organisation, its work and its
people. It takes about 25 minutes and produces a report written for the board room.

The Pulse does not repeat your compliance frameworks. It sits alongside them, and it

is vendor neutral. Its focus is the loop that most Al problems fall through.

Policy Practice Feedback
What we say we do What people really do What we learn and
change

U and back into policy

Breaks when rules are written  Breaks when problems are Breaks when lessons are
but not used. seen but not raised. learned but rules stay the
same.

Figure 4. Most Al problems sit in the gaps between these three steps, not inside any one of them.
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What the Pulse report shows

Where you stand today

A plain read of your current Al
position, without vendor hype or
compliance jargon.

Where the loop breaks

The points where policy, practice and
feedback stop connecting.

Steered, or just watched

Whether your Al work is being actively
led, or only observed.

First moves you can defend

Clear, high-impact priorities your
leadership team can explain to the

board and stakeholders.

The Pulse shows the organisation through one leader’s eyes. For a full organisational picture, a
KAIVANT practitioner runs the complete Kaivant-O.

From keeping score to leading

Leading on Al is not about collecting tools or reaching a maturity number. It is about a
clear agenda that protects your organisation and grows real human capability.

Whether you run a private company facing disruption or a public agency that must
keep public trust, the first step is the same: get a clear view of what is really
happening on the ground.

A scoreis a starting point. An agenda is what moves you forward.

KAIVANT® - The Al Capability Paradox - Michiel R. de Boer 5/6



I KAIVANT®
Take the Kaivant-O Leadership Pulse

Free - vendor neutral - about 25 minutes - a board-ready report

kaivantscore.com/start

What is the biggest gap you see between Al policy and daily practice in
your organisation?

Share it in the comments, or pass this article to a colleague working on their board’s

Al agenda.
K VANT® kaivant.org - kaivantscore.com
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