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01 | THE TRANSLATION GAP

fewer distractions,
better thinking

88%
regularly use AI in at least
one business function

McKINSEY GLOBAL SURVEY, 2025 [1]

The core issue is that businesses are spending more on AI, experimenting with more tools, and
asking their teams to move quicker, yet many still can't point to the revenue, productivity, or
customer impact those investments were supposed to create.

Artificial intelligence is no longer an emerging technology. It is an embedded operating layer. Yet,
while everyone is talking about productivity tools, very few are seeing a significant, enterprise-level
impact. The gap isn’t adoption; it’s translation.

We’ve reached a tipping point where the primary competitive advantage isn't how much AI you
have, but how fast your organisation can evolve while keeping its human judgement intact. AI’s real
dividend isn't more output; it’s fewer distractions. It’s about stripping away the repetitive,
low-judgement work so you can spend more time on what only humans can do: original thinking,
taste, leadership, and care.

Figures reflect survey respondents. EBIT: earnings before interest and taxes.

39%
report enterprise-level
EBIT impact from AI

https://www.mckinsey.com/uk/our-insights/uk-blog/the-scale-up-conundrum


the human
advantage

The future does not belong to machines, nor does it belong to humans
alone. It belongs to the synthesis.

AI is exceptionally good at recognising, combining and generating from
patterns. But judgement, context, taste and human connection remain
fundamentally human responsibilities. It knows patterns, not truth.
Creativity, strategic judgement, empathy, and context remain the
indispensable core of any high-performing system.

We need to stop framing the conversation as "Human vs. AI" but rather as a
simple division of labour:

A DIVISION
OF LABOUR

humans AI

Judgement

Creativity

Empathy

Context

Intuition

Speed

Scale

Efficiency

Data processing

Removing friction

By mixing the precision of AI orchestration with deep strategic judgement, you build a business that
thrives on constant growth rather than reacting to it.

02 | HUMAN-LED. AI-ENABLED.



three rules for
working with AI
If you want to avoid adding to the digital landfill, you need new operating principles. Consider that
without strict human oversight, a large chunk of the time saved by AI is immediately lost to
correcting hallucinations and fixing "mediocre" output. Stop chasing speed; start chasing quality.

01 the digital landfill is full, stop adding to it
The internet is already a murky swamp of mediocre, AI-generated drivel. If you use AI as
a shortcut to bypass the hard work of caring about your output, people will know. Passion
is the one thing the algorithm cannot fake. Don't use AI to produce more mediocrity,
faster.

02 stop treating AI like a magic vending machine
Using AI is more like managing a very enthusiastic, slightly dim-witted intern than using
a calculator. You cannot just kick the glass and wonder why snacks aren't falling out. You
have to brief it properly, articulate your needs, and set clear constraints, exactly as you
would for a junior staffer.

03 AI is a confident, hallucinating liar
Your AI does not know truth; it knows patterns. It is a confident, eloquent liar that will cite
sources that look real but aren't. You must remain the thought leader. Every output
should be viewed with a raised eyebrow and a sharp red pen.

03 | WORKING PRINCIPLES



efficiency is the
starting line,
not the finish line

AI can be seen as a driver for growth, not just efficiency. While reducing
admin, removing friction, and eliminating repetitive work are critical, they
are only the beginning.

Research shows that AI high performers are much more likely to set
growth and innovation objectives alongside efficiency, and they are
nearly three times as likely to fundamentally redesign workflows. [1]

Use AI to remove repetitive work, absolutely. But then ask, what could you
do that wasn't possible before? Shifting this perspective opens
conversations around better customer experiences, deeper
personalisation, new products and services, faster innovation, smarter
decision-making, and significant revenue growth.

BEYOND
EFFICIENCY

what could you do
that wasn’t
possible before?

[1] Source notes and links on page 20.

04 | GROWTH AND TRANSFORMATION

https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai-in-2025


building a connected
operating model

Most organisations are suffering from a fragmentation problem. AI does
not solve that, it amplifies it. Teams often add new tools to disconnected
workflows, which accelerates chaos rather than resolving it.

The path to impact rarely begins with a specific piece of software. It
begins with a diagnosis. Before implementing new technology, identify
where the friction actually lives. Is it a data silo? A broken handoff? A
process that hasn't been updated in a decade?

Depending on that diagnosis, your path forward might look very
different. For some, the answer is a deliberate workflow redesign. For
others, it is targeted automation. In some cases, it might be an "AI Chief
of Staff", a connective layer that integrates marketing, sales, and
operations to remove administrative drag and ensure decisions are
made with momentum.

By focusing on systems that bridge gaps rather than just adding more
tools, you free your people to focus on the judgement calls that truly
move the needle. This is where the shift happens: from adding more
tools to building systems that connect them.

DIAGNOSE
THE
FRICTION

data silo?
broken handoff?
outdated process?

04 | GROWTH AND TRANSFORMATION



transformation
as an operating
system

Transformation isn't a project with a start and end date. In a world of
constant flux, the primary competitive advantage is how fast your
organisation can evolve.

The graveyard of enterprise software is full for a reason: it's estimated
that nearly 70% of corporate transformations fail to reach their objectives.
They fail because they are treated as one-off projects, not continuous
operating system evolutions.

We advocate for "Continuous Transformation". Instead of one-off,
expensive platform builds, the winning organisations are building
repeatable engines of growth. Instead of treating transformation as a
sequence of expensive projects, organisations need an operating model
for continuous evolution.

Every month, the goal is to test, improve, automate, learn, and adapt. It’s
about moving from "surviving" a digital project to building an ongoing
capability.

CONTINUOUS
EVOLUTION

test. improve.
automate.
learn. adapt.

[2] Source notes and links on page 20.
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the five pillars
of AI readiness

Before you scale AI, you must assess what it’s standing on. AI readiness
means having the right foundations to turn AI into meaningful,
repeatable business value. At Pounce, we look at five areas that help
identify where opportunities exist, where risks need to be addressed
and what needs to be strengthened to move AI from experimentation
into genuine business impact.

These are business considerations that bring together your data,
processes, people, systems and governance to create the conditions
for AI to deliver value.

BEFORE
YOU SCALE

01 data & infrastructure

02 process & friction

03 human capital & knowledge

04 system risk & dependency

05 value & governance

05 | AI READINESS



data &
infrastructure

01
Build a foundation AI can rely on.

Digital transformation was barely finished before AI transformation arrived, and the reality is that
transformation is now continuous. AI depends on reliable, accessible and connected data, making
the quality of your underlying infrastructure fundamental to what you can achieve. Before
introducing more intelligence into the business, make sure the foundations can support it.

ASK YOURSELF

— Do we know which data our business relies on every day?

— Is that data accurate, accessible and appropriately governed?

— Can information move reliably between our core systems?

— Do we understand where our data comes from and where it goes?

Human-led. AI-enabled.

AI can process information at extraordinary speed, while people provide the judgement and oversight
needed to ensure the information it relies on is accurate, relevant and useful.

05 | AI READINESS | PILLAR 01



process &
friction

02
Find the work worth automating.

Your workflows are often where your biggest AI opportunities are hiding. Manual handovers,
repetitive administration, duplicate data entry, slow approvals and processes that haven't evolved
with the business all create friction that AI and automation can help remove.

Understanding and simplifying these processes first creates a stronger foundation for automation
and a clearer path to measurable value.

ASK YOURSELF

— Which tasks consistently consume time without requiring significant judgement?

— Where do handovers or approvals slow execution?

— Which repetitive processes could be simplified or automated?

— Are there critical workflows that aren't documented at all?

Human-led. AI-enabled.

Humans are very good at building robots, but that doesn't mean we should spend our days behaving
like them. Repetitive, rules-based work that requires little ongoing judgement is where technology can
create space for people to focus on higher-value work.

05 | AI READINESS | PILLAR 02



human capital &
knowledge

03

Turn organisational knowledge into organisational capability.

AI readiness depends on what your organisation knows, where that knowledge lives and how
effectively your people can apply it alongside AI. Critical knowledge often sits with a handful of
experienced employees, creating dependencies and making valuable organisational intelligence
difficult to access and scale.

Capturing that knowledge in the right systems allows AI to support the organisation while giving
people more capacity for judgement, creativity, problem-solving and decision-making.

ASK YOURSELF

— Which people do we rely on because critical knowledge exists only in their heads?

— Is important organisational knowledge documented and accessible?

— Do our teams understand how AI can support their roles?

— Do people know when human judgement and review are required?

Human-led. AI-enabled.

Getting information out of people's heads and into systems creates more space for people to use their
experience, judgement and creativity where it creates the greatest value.
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system risk &
dependency

04
Build AI on systems you can trust.

As AI becomes more deeply embedded into business operations, reliability, security and human
oversight become increasingly important. Understanding your dependencies across technology,
third-party platforms, data and decision-making allows you to establish the safeguards required
to scale AI responsibly.

Clear boundaries also help determine which activities can operate autonomously and where
human oversight should remain.

ASK YOURSELF

— Where do we have single points of failure across systems, vendors or data?

— Are our critical platforms capable of supporting AI integration?

— Do we know what information can and cannot be shared with AI systems?

— Which decisions should always require human approval?

— Can we identify, audit and correct an AI-driven decision when something goes wrong?

Human-led. AI-enabled.

Autonomy should be earned through reliable systems, clear boundaries and human oversight, creating
the confidence to scale AI responsibly.
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value &
governance

05
Connect AI investment to business outcomes.

Every AI initiative should begin with a clearly defined business problem, a measurable outcome
and clear accountability for achieving it. Strong governance creates the structure required to
prioritise the right opportunities, measure their impact and ensure AI is being used responsibly
across the organisation.

This shifts AI from scattered experimentation towards a deliberate portfolio of initiatives connected
to commercial value.

ASK YOURSELF

— What specific business problem are we trying to solve?

— What measurable outcome should improve?

— Who owns that outcome?

— How will we validate the quality of AI outputs and decisions?

— Do we have clear guardrails for how AI should be used?

— Which opportunities deserve investment first?

Human-led. AI-enabled.

Using AI doesn't remove responsibility. Technology can accelerate decisions and execution, while
accountability for the outcome remains with people.

05 | AI READINESS | PILLAR 05



06 | FROM READINESS TO ACTION

so, how ready
are you?

AI readiness doesn't require perfection across all five pillars before you
begin. It requires a clear understanding of where your organisation is
strong, where gaps exist and which areas need attention to turn AI
investment into meaningful business impact.

The organisations that create the most value from AI have clarity
around where to use it, why they're using it and what needs to be in
place for it to succeed. And once you understand where you stand, the
next step is to start moving.

CLARITY
CREATES VALUE

78% of companies that find
product-market fit
fail to scale. [3]

We’ve shared the theory; here is the momentum: There is a real risk to moving too fast. McKinsey
research suggests that 78% of companies that have successfully built a product and found
product market fit (PMF) fail to scale. That’s why we advise starting before you’re ready, but build
the foundations that allow you to scale with confidence.

[3] Source notes and links on page 20.



if we were sitting
in your seat

01 start before you are ready
You will never feel completely ready. AI is moving too quickly to wait for perfect
conditions, so start learning, testing and building capability now. Just do it.

02 fix your data before your ai
AI can only work with what you give it. Clean, accessible and reliable data gives
AI something useful to work with and gives your people greater confidence in
the outputs it produces. Garbage in still means garbage out. End of story.

03 don’t automate chaos
Automation makes processes faster, including bad ones. Understand the
workflow, remove unnecessary complexity and fix the points of friction before
introducing AI. Remember, simplify first. Automate second.

06 | PRACTICAL ADVICE



06 | PRACTICAL ADVICE

stay in the
driver’s seat

04 find one problem worth solving
Don't start with "we need to use AI". Start with a real business problem. Find
something that costs your organisation time, money, customers or opportunity,
then determine whether AI can help solve it. One meaningful use case that
creates measurable value is worth far more than ten experiments that go
nowhere.

05 stay in the driver’s seat
AI can accelerate the work, surface insights and take on increasingly complex
tasks, while people remain responsible for the decisions, quality and outcomes.
Challenge the output. Apply context. Use judgement. Human-led doesn't mean
human-only. It means humans remain accountable for where we're going.

Challenge the output.
Apply context.
Use judgement.



so, where to
from here?

The future belongs to the leaders who still think for themselves. Think
about this; there are already young people in the workforce who never
worked professionally without AI. In 20 years, there will be very few who
knew the world it was trained on.

Building an organisation that can continuously learn, adapt and evolve
creates a more enduring advantage than betting everything on the
technology available today. The goal isn't to become an AI-first
business. It's to become a better business because of AI.

KEEP
THINKING

where could AI create the greatest
value in your business?

Ready to Explore Your AI Opportunities?
Email us at hello@pounceagency.com.au

07 | THE NEXT MOVE

You've explored the principles. Now let's apply them to your organisation.

If you're exploring where AI could remove friction, create new opportunities or help your 
business work more effectively, we'd love to hear what you're working through.

Email us to start a conversation and we'll explore your priorities, where the strongest 
opportunities may lie and the practical next steps worth considering.

You'll leave with greater focus around where AI could create meaningful value for your 
business.

mailto:hello@pounceagency.com.au


Human-led.
AI-enabled.

CREATIVE
TRANSFORMATION
PARTNER

pounceagency.com.au

08 | ABOUT POUNCE

Pounce is a Creative Transformation Partner helping ambitious 
organisations continuously evolve in a world where change never stops.

We bring together strategy, creativity and technology to solve business 
challenges, unlock new opportunities for growth and build stronger, more 
adaptable organisations.

Our Human-led. AI-enabled. approach combines human judgement, 
creativity, context and experience with the speed, scale and capability of 
AI. Together, they allow businesses to work smarter, make better 
decisions and create more space for the thinking and relationships that 
drive meaningful progress.

We start by understanding the business, identifying where the greatest 
opportunities exist and bringing together the right people, thinking and 
technology to turn those opportunities into action.

Because transformation is an ongoing capability that helps businesses 
keep learning, adapting and moving forward.

www.pounceagency.com.au


the evidence
behind the thinking

01 The state of AI in 2025
McKinsey & Company, 2025. Figures cited on page 3 describe reported regular AI use and
enterprise-level EBIT impact. The workflow-redesign comparison appears on page 6. These are 2025
survey findings, not 2026 survey results.

02 Transformation failure rates
McKinsey’s published discussion reports roughly 70% failure across corporate transformations. The
estimate on page 8 is not limited to AI or digital projects. See “Why do most transformations fail? A
conversation with Harry Robinson”, 10 July 2019.

03 The scale-up conundrum
Jules Barker, McKinsey UK Blog, 16 April 2025. The 78% figure on page 15 concerns companies that have
built a product and found product-market fit. It is a company-scaling statistic, not an AI-project failure
rate.

Relentlessly Curious. Human-led. AI-enabled.
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