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The authors



Learn all about Elevating Org Design & AI:

Join us in Copenhagen or request an offer for in-company training.



How can an organization learn, 
adapt, and perform fast enough 

to stay 10X relevant — 
not just X-times efficient 

(in the age of AI)?”
From 2X ‘Tools’ to 10X ‘Org Design’ 

powered by Org Topologies



company AI application

everywhere CO-Pilot for developers Chat GPT for analysts GPT to prepare retro for 
scrum masters

ABNAMRO summaries of customer 
conversations & analysis

virtual customer calls 
for training purposes

pattern recognition for 
fraud detection and 
prevention

Randstad generated job 
descriptions

automated job 
matching

capacity steered job 
matching for factory shifts

Unilever product Quality 
monitoring

prediction steered  
procurement

Dark factories

KLM maintenance planning to 
optimize airplane sales 
revenues 

predictive ecosystem 
planning to reduce 
customer delays

Pathfinder planning tool as 
a product sold to other 
airline companies

In 2024, AI applications focus on efficiency or 
cost reduction, they rarely generate new profit.



Which outcome do you want AI to improve 
this quarter? 

Warm-up Questions
(Discuss in pairs)

What is the biggest barrier to AI adoption in 
your organization? 



“The current effect of naive AI adoption is 
mostly limited to local productivity boosts”



“The wrong design doesn’t just slow you 
down; it actively blocks achieving business 
objectives. Without org redesign, AI makes 

your current dysfunctions grow faster”“



“Leaders are responsible for designing an 
organization that delivers the performance 
needed to achieve the strategic objectives”



Org Topologies
4x4 map

An easy way to
understand

org design



An easier way to
understand org design

Doing Delivering

Directing Driving

- the customer need

- the axes

- the four intelligence 
types 

- the problem to
solve

Org Topologies
2x2 map
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Org Topologies
2x2 map

The roles and
responsibilities that
are shaped via the
mandates 
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first example



What is the expected impact?
Consider a web portal for animal care products. 
There is a Product manager who manages all 
markets. She has portal changes she passes to IT, 
where an analyst works on the wholesale domain. 
(another analyst works on consumer products, is 
out of scope for this mapping.) The analyst 
decomposes the work for three POs, who each 
manage a team: wholesale customers, products, 
and checkout. All three teams often need 
collaborate with each other, and with a single 
back-end team. A wholesale integration team 
collects the work, tests, and releases when all the 
work for a portal change is done.



Let’s Map!
Consider a web portal for 
animal care products. There 
is a Product manager who 
manages all markets. She 
has portal changes she 
passes to IT, where an 
analyst works on the 
wholesale domain. (another 
analyst works on consumer 
products, is out of scope for 
this mapping.) The analyst 
decomposes the work for 
three POs, who each manage 
a team: wholesale customers, 
products, and checkout. All 
three teams often need 
collaborate with each other, 
and with a single back-end 
team. A wholesale 
integration team collects the 
work, tests, and releases 
when all the work for a portal 
change is done.

(resource) (flow)

(g
lo

b
al

)
(l

o
ca

l)



Resource Topology

A customer request is 
broken down in parts
for specialized units to
work on. 

When all units have 
finished their part, the
parts are assembled by
an integration team.

What does this design 
intrinsically optimize
for?

This design optimizes for:
- utilization
- predictability
- centralized control



Resource Topology

Discuss in your 
group: 

What is likely to 
happen when we 
adopt AI in this 
topology? 



Adopting AI in the
Resource Topology
means we enable each
org unit to support or 
automate their
(repetitive) work
(coding, writing tests, 
etc.). 

Resource 
Topology + AI

- ai generated specs
- ai assisted prioritization
- ai assisted coding
- ai generated tests



AI does not change the
overall speed of the
system due to handoffs
and delays and async
work and decision
uncertainty.

Faster larger queues, 
slower outcomes

Resource 
Topology + AI



We can replace people
with AI agents to
automate the
repetitive work.

Resource 
Topology + AI

What are the chances
this group will develop
a delivery service?
Or adopt a new technology?

Ai will make 
the system more 
efficient, not more 
adaptive



Resource Topology: 
AI stalls at X more efficient

• Assistants deployed inside existing silos → 
local wins, limited end-to-end impact

• Handoffs, approvals, and fragmented data 
remain unchanged, queues grow

• Distributed decision rights → automation is 
limited; additional risk and audit processes

• Focus on local output optimization; not on 
optimizing the performance of the whole



second example



Delivery Topology

A customer request is 
broken down in parts
for the dedicated value
stream units to work
on. 

Each unit has the skills 
to deliver end-to-end 
value. 

What does this design 
intrinsically optimize
for?

This design optimizes for:
speed at the team level,
delivering what is known

bank



Delivery Topology

Discuss in your 
group: 

What is likely to 
happen when we 
adopt AI in this 
topology? 



Delivery 
Topology & AI

Adding AI to each value
stream increases speed 
of end-to-end delivery.

New customer needs
(eg business loans) 
require creating new 
value streams.  

AI will make the system 
faster, not more 
adaptive.

What are the chances
this group will develop
a new service?
Or adopt a new technology?

How easy or hard is it
to replace people with AI?

bank



I don’t 
like 

broth ! 

???????



Delivery Topology
AI stalls at X more feature speed

• Assistants deployed inside existing silos → 
local wins, limited team-level impact

• Returns cap out due to silo-limited innovation

• Focus on local output optimization on a value
stream level



PIVOT

Pivoting requires to be more adaptive, 
not more efficient or faster



third example



This design optimizes for:
- adaptability at org level
- learning
- innovation

All skills needed to
create a product are 
available in a team of 
teams. 

They understand and
work on the whole same
business problem at the
same time. 

There are no hand-offs
and external 
coordinators.

What does this design 
intrinsically optimize for?

Adaptive Topology



Adaptive Topology

Discuss in your 
group: 

What is likely to 
happen when we 
adopt AI in this 
topology? 

AI will make the system 
more adaptive.

What are the chances
this group will develop
a new service?
Or adopt a new technology?



- Application of AI on 
shared business 
outcomes 

- No overhead from 
decentralized AI 
implementations

- No reorgs needed 
when the nature of 
work changes 
(easier because of 
AI)

- wholistic by design

Adaptive
Topology & AI 10X 

Relevance
Impact



Adaptive Topology
AI can deliver 10X more 

performance at the whole
business level

• End-to-end and whole business impact of AI

• AI boosts learning ability: strategic pivots do 
not require reorganizations

• AI does not reinforce dysfunctions but enables
elevation to the Adaptive Topology

• AI gets the best out of humans, AIs and their
collaboration



Benefits of AI 
Adoption in 
the four
Quadrants

• Enhanced 
productivity

• Reduction of 
cognitive load

• Consistent 
execution quality

• Reduction of silos 
through 
integration

• Alignment of 
outputs with 
strategic goals

• Reduction of 
planning time

• Data-driven 
insights for 
strategic 
decisioning

• Amplified 
innovation

• Data-informed 
strategic decision 
making

• Supply-chain 
fusion 

In each quadrant, 
people will work 
alongside AIs, but 
with different 
outcomes at the 
whole company 
level.



Organizations that want to stay
relevant in the age of AI will

need to adapt their Org Design 



First Design, then AI.



The MADE Method
to Drive Org Development

Formulate biz objectives



We are falling behind! 
We are too slow! 

We need to hire more Product 
owners, developers, and UX-ers.

We need to start using AI!



How can AI help to create the new 
design?



OK. 
So, what does 
this mean to 

ME?



Human: 
5000€/month

Can we justify hiring a human?

AI-Agent:
25€/month



Elevate, not
Eliminate!

How do we keep people relevant 
in the age of AI?

Leaders give people the mandate to 
orchestrate AIs that handle:
- simplifications of the tech environment
- business process redesigns
- innovations with fast prototyping and 

validation
- automations of repetitive work
- teaching people to expand the scope of 

skills and work

This requires a new org
design!



Multi-learning!

Changing mandates = Changing org design
Multi-learning is key 



Learn about Elevating Org Design & AI:



Leadership Program 



Discussion

1. “AI adoption without redesigning the organization will 
reduce—not increase—overall performance.”

2. “The single biggest lever leaders have on performance 
is org design, not technology or talent.”

3. “In the age of AI, the adaptive topology is the only 
option for long-term relevance of a company.”


	Slide 1
	Slide 2: The authors
	Slide 4
	Slide 5: How can an organization learn, adapt, and perform fast enough to stay 10X relevant —  not just X-times efficient  (in the age of AI)?”
	Slide 6
	Slide 7
	Slide 8
	Slide 9
	Slide 10
	Slide 11
	Slide 12
	Slide 13
	Slide 14
	Slide 15: What is the expected impact?
	Slide 16
	Slide 19
	Slide 20
	Slide 21
	Slide 22
	Slide 23
	Slide 24: Resource Topology:  AI stalls at X more efficient
	Slide 25
	Slide 27
	Slide 28
	Slide 29
	Slide 30
	Slide 31: Delivery Topology  AI stalls at X more feature speed
	Slide 32
	Slide 33
	Slide 34
	Slide 35
	Slide 36
	Slide 37: Adaptive Topology  AI can deliver 10X more performance at the whole business level
	Slide 38
	Slide 40
	Slide 41
	Slide 42: The MADE Method  to Drive Org Development
	Slide 43
	Slide 45
	Slide 46
	Slide 47
	Slide 48
	Slide 49
	Slide 50
	Slide 51
	Slide 52

