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Introduction
 
We are living through the most consequential leadership inflection point in 
modern history. The agentic AI market, valued at roughly $7.5 billion in 2025, 
is projected to surpass $199 billion by 2034 (Zoting 2025), yet most executive 
teams are psychologically unprepared to lead this transformation. The barrier is 
rarely technological. It is neurological. Research suggests that approximately 95 
percent of cognitive activity operates outside conscious awareness, meaning 
the mental models leaders rely on for decision-making were developed for a 
world that no longer exists. 

Drawing on neuroscience, behavioral research, and the leadership cases of 
Dr. Gianrico Farrugia at Mayo Clinic and Satya Nadella at Microsoft, this paper 
presents a structured, evidence-based framework for rewiring leadership from 
the inside out. Its central argument is that leadership readiness in the AI Era is 
a daily practice of conscious transformation, and the executives who embrace 
this practice today will define the next decade for their industries.

The stakes are already visible at the top of the world’s largest organizations. 
Only 31 percent of leaders believe their leadership teams have sufficient AI 
knowledge to understand the risks and opportunities ahead (Adecco Group 
2026), and some of the most accomplished executives of their generation 
have concluded that the gap is theirs to address through their own succession 
planning. In early 2026, James Quincey stepped aside at Coca-Cola, and Doug 
McMillon stepped aside at Walmart, each stating plainly that the next wave of 
AI transformation called for a different kind of leader than the one who had 
carried their companies to that point (CNBC 2026).

This paper treats leadership readiness in the AI era as a practice rather than 
a trait one either has or lacks. It identifies the specific mechanisms that keep 
capable leaders in place and offers a framework that the reader can begin 
applying as early as the same day. Leaders will understand why experience 
alone is not enough at a turning point and will have a concrete method for 
developing the one capacity that agentic systems lack. That capacity, the 
informed intuition to sense what is emerging and the courage to act on it, is 
what will separate the leaders who define their industries from those who are 
defined by them.
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1. 
 
The Moment That Changes Everything
 
In the early twentieth century, the scientific world was buzzing with 
convergence. Physicists and mathematicians across Europe were exploring 
similar questions about relativity, light, and time. The data were accessible to 
all, and the mathematics was within reach. The breakthrough was close, and 
more than one mind was moving toward it simultaneously.

Henri Poincaré and David Hilbert were among the most formidable 
mathematicians of their time. Both had developed ideas closely related to 
what would become the theory of relativity. They had the mathematical tools, 
understood the equations, and recognized the emerging patterns. Yet neither 
made the decisive leap. They remained within the familiar paradigm, even as 
evidence pointed beyond it. They could not break free from the framework 
they had spent their careers building.

At that time, Albert Einstein was twenty-six years old and working as a patent 
clerk. He was asking the same questions every leader asks at a turning point: 
What is really happening here? What does this mean for everything I thought I 
knew? Is the world actually changing, or am I imagining it? (Isaacson 2008). He 
sat with uncertainty, resisted the urge to retreat into what was already proven, 
and kept listening.
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Over time, something shifted. American theoretical physicist Sean Carroll 
observed that Einstein simply “felt” what the universe should be like, and from 
that felt sense, he conceptualized the theory of relativity. The equations came 
afterward to demonstrate what intuition had already grasped (Carroll 2019).

The parallel to leadership today is compelling because the underlying pattern 
is similar, even though the fields differ. In 1905, the equations, the data, and 
the open questions were available to every physicist in Europe, and each 
of them could reach the same starting point. Read this way, Poincaré and 
Hilbert represent the executive who sees AI, understands the data, attends 
conferences, yet still cannot let go of a familiar model when circumstances 
demand it. Einstein represents the leader who trusts informed intuition, 
abandons the old framework, and builds the one the new reality requires.

That capacity to sense what is emerging before it is fully visible, and to act on 
that signal with courage, is what this paper calls The Einstein Moment. What 
neuroscience has made clear is that this moment is within reach for every 
leader. Neuroscience has shown us exactly how the brain builds new patterns, 
interrupts old ones, and develops the instinct that Einstein embodied. It is 
practice, discipline, and choice.

6
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Ten percent is the algorithm. Twenty percent is the technology. 
Seventy percent is the human being.

The Einstein Moment
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2. 
 
Leadership as the Decisive Factor in AI Adoption
 
BCG’s research across more than 350 generative AI projects distilled a finding 
that reshapes how every executive should think about AI investment. Known 
as the 10/20/70 principle, it reveals where the real work of transformation lies 
(BCG 2024). More than a year later, BCG’s latest research continues to identify 
the decisive work in the same place (BCG 2025).

The principle is deceptively simple. Of the total effort required to achieve 
measurable AI impact, 10 percent belongs to the algorithms and models. 
Twenty percent belongs to the technology infrastructure. The remaining 
70 percent belongs to people and processes: the behaviors, beliefs, culture, 
training, and leadership commitment that determine whether the technology 
ultimately delivers on its promise at scale.

An organization can secure world-class AI models and build a state-of-the-
art technology stack, investing in the 30 percent that is most visible and 
most straightforward to procure, and still fail. The 70 percent that determines 
success cannot be purchased. It must be cultivated, and that process begins 
with leadership.

The same BCG research found that organizations investing in training and 
change management achieve approximately 60 percent AI adoption across 
the organization, compared with 30 percent for those that do not invest in 
these areas (BCG 2024).
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Yet most companies remain stuck in what BCG describes as creative GenAI 
chaos: pilots running across multiple departments, generating activity without 
meaningful impact, with a persistent gap between the technology’s potential 
and the organization’s capacity to realize it.

The research also found that 66 percent of executives are dissatisfied with 
their company’s progress in generative AI and that the primary gap lies in 
the critical human enablers that no technology purchase can supply: process 
redesign, training, employee adoption, and visible leadership commitment 
(BCG 2024). The bottleneck is consistently the same: people. This conclusion 
has only become more solidified. BCG’s 2025 guidance for CEOs states that 
cultural resistance and emotional friction, rather than technology, are the main 
obstacles to adoption, and that it is the leader’s responsibility to overcome 
them (BCG 2025).

Leaders struggle to overcome such resistance and emotional friction because 
they disguise themselves as prudence, driven by three forces: 

 	y Status quo bias favors familiar ways, making people feel safer because 
they exist (McLaren et al. 2025).

 	y Loss aversion lingers on what might be lost, making leaders focus on AI 
risks while ignoring the danger of stagnation (Golgeci et al. 2025). 

 	y Identity also plays a role; top executives associate their competence with 
existing models, resisting change as a challenge to credibility (Jussupow, 
Spohrer, and Heinzl 2022). 

These forces operate subconsciously, not flaws of character or intelligence. 
Recognizing this architecture is the first step toward leadership transformation.

What the 70 percent requires, at its core, goes beyond training programs and 
change management frameworks. It requires leaders who have genuinely fine-
tuned their intuition: their capacity to sense emerging patterns before they are 
fully visible, to read their teams and organizations accurately, to make decisions 
that integrate data with human wisdom, and to course-correct with speed and 
confidence despite genuine uncertainty. That is the quality Einstein embodied 
that no AI system can replicate. The sections that follow explain why and 
present a structured path toward developing it.
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A leader’s inner state is never private. 
It transmits to every person in the room.

The Enterprise AI Culture Playbook

10
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3. 
 
The Operating System Beneath Leadership
 
Leadership development has long emphasized skills, strategies, and systems. 
Organizations invest in technical training, change management programs, 
and AI adoption frameworks, only to observe, with genuine puzzlement, that 
the expected transformation fails to materialize. The reason is almost never the 
strategy’s quality. It is the operating system running beneath it.

3.1 The Surface Story and the Hidden Shadow Story

Every leader operates simultaneously from two narratives. The surface story 
is the identity a leader consciously claims: their values, vision, leadership 
principles, and stated commitments. It is the story they articulate in board 
presentations, town halls, and strategic off-sites (Krueger 2026). It is real, and it 
matters.

The hidden shadow story is the narrative running beneath the surface, 
assembled from early experiences, unexamined assumptions, and beliefs 
about safety, risk, and capability. It is rarely visible, even to the person carrying 
it, yet it shapes every significant decision. It determines which information a 
leader notices and which they unconsciously filter out. It governs the subtle 
emotional signals they convey through their tone, body language, and choices 
under pressure (Krueger 2026).
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Contemporary neuroscience explains why an unexamined story can still govern 
so much. The brain constructs its interpretation of a situation from predictions 
built on past experience, and those predictions operate automatically, ahead of 
conscious awareness, until something forces them into the open (Barrett 2020; 
McGovern et al. 2024).

Consider the four-minute mile. For decades, competitive athletics operated 
under a single, shared belief: the human body could not run a mile in under 
four minutes. Physicians warned that crossing this threshold risked cardiac 
failure. Coaches structured their training around it. The scientific community 
treated it as settled biology. An entire generation of elite runners trained harder 
and faster within a framework that quietly defined the limits of what they 
believed was possible.

That collective belief was not chosen by any individual runner. It accumulated 
through repetition, the authority of medicine, and the spectacle of world-class 
athletes approaching that threshold only to fall short. Each failed attempt 
reinforced the narrative. The four-minute mile became the kind of certainty 
that no longer felt like a belief. It felt like a fact.

On May 6, 1954, British medical student Roger Bannister ran the mile in 3 
minutes and 59.4 seconds (Bannister 2004). He did so because he chose to 
question the belief rather than inherit it. Where other elite runners absorbed 
the hidden shadow story of biological impossibility, Bannister asked a different 
question: What if the barrier was in the mind rather than the body? He 
studied physiology, designed his pacing strategy around what he believed was 
possible, and ran from a surface story of his own deliberate construction. He 
built a new framework by pushing harder within the old one. 

12
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The consequences were immediate and unmistakable. Just forty-six days after 
Bannister crossed that finish line, Australian runner John Landy completed the 
mile in 3 minutes and 57.9 seconds, surpassing what had supposedly been the 
ceiling of human performance. As of 2025, more than 2,200 athletes have run 
a sub-four-minute mile (Bring Back the Mile 2025). Human physiology has not 
fundamentally changed, but its story has.

The moment Bannister’s new story became publicly visible, every other 
runner’s hidden shadow story lost its authority. A new surface story became 
available: This is possible, and someone like me has done it (Bandura 1997). 
The barrier dissolved across an entire field the moment one person refused to 
accept it as immovable. 

For executive leaders, the four-minute mile lives in every belief about what AI 
can and cannot do within their organization, in every assumption about what 
their teams are ready for, and in every story about the risk of committing more 
deeply to transformation. These beliefs present themselves as realism, yet they 
function as ceilings.

A leader who believes AI threatens their authority will unconsciously 
organize every decision and cultural signal around protecting that belief, 
regardless of what their surface story says about innovation and adaptability. 
In these moments, the hidden shadow story becomes the primary barrier to 
transformation. 

3.2 The 95% Problem: Dr. Gianrico Farrugia and the Weight of a Century

Neuroscience suggests that approximately 95 percent of cognitive activity 
occurs outside conscious awareness. The beliefs, assumptions, and emotional 
patterns that influence behavior are largely invisible to the individual. They 
function like background software, shaping perception, filtering information, 
and generating responses before the conscious mind intervenes (Frith 2007; 
Kahneman 2013; McGovern et al. 2024).

Recent neuroscience further explains why this matters for leaders. The brain 
does not wait for the world to arrive and then react to it. It runs ahead of the 
moment, building perception and emotion from models assembled through 
past experience, then testing reality against those predictions rather than the 
other way around (Hutchinson and Barrett 2019; McGovern et al. 2024).
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A leader’s prediction about what AI means, formed well before any conscious 
deliberation, is already shaping what they notice and how they feel, even as 
they believe the decision still lies ahead. 

These accumulated experiences are condensed into automatic responses and 
the brain’s efficiency system, while the conscious mind, which accounts for 
roughly 5 percent of the cognitive processing, often remains unaware of their 
influence until significant consequences emerge (Krueger 2019).

Consider what it feels like to be a patient at Mayo Clinic. You have traveled 
from another state, possibly another country, carrying a diagnosis that no one 
else can explain. You sit across a physician who has seen ten thousand cases 
like yours, who consults with colleagues before your appointment ends, and 
who carries a century of institutional knowledge built by some of the greatest 
clinical minds in history. That physician’s judgment is the most powerful tool in 
the room. It had been the organizing principle of the world’s most respected 
hospital for more than 150 years.

That deeply ingrained pattern, assembled across generations of genuine 
excellence, was precisely the 95 percent running unperceptively beneath Mayo 
Clinic’s strategic decisions when Dr. Gianrico Farrugia became president and 
CEO in 2018. The surface was pristine. The institution was ranked the world’s 
number one hospital. Its culture was anchored to a founding principle that had 
never required revision: the needs of the patient come first. Nothing appeared 
broken. The 95 percent never does.

14
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Beneath the surface, however, the institution’s unconscious operating system 
had begun to establish a ceiling. Three in four patients globally did not trust AI 
in healthcare (Sohail 2023; Gliadkovskaya 2023), and the organization’s century-
old identity as the pinnacle of human clinical judgment made that statistic 
feel like confirmation rather than a warning. The 95 percent was shaping the 
institution’s response, backed by the authority of a genuinely extraordinary 
track record.

Farrugia chose to surface that underlying narrative. Declaring that being 
the world’s best hospital was no longer sufficient did the real work. That 
declaration rewrote the institution’s surface story and gave a century of 
clinical pride permission to adopt AI rather than guard against it as a threat to 
the judgment that had long defined the organization. With the old narrative 
named and set down, the organization could move. By 2025, Mayo Clinic 
Platform held twenty-six petabytes of clinical data and had integrated twenty-
two AI-driven solutions into direct patient care (Mayo Clinic News Network 
2026). Newsweek named Mayo Clinic both the world’s best hospital and the 
world’s best smart hospital in the same year, which is either an extraordinary 
achievement or confirmation that the two categories were always the same 
thing (Newsweek 2024).

The physicians did not disappear. Clinical judgment remains central to patient 
care. Contrary to broader industry trends, Mayo Clinic hired 12,400 new people 
to better serve its patients. What changed was the unconscious narrative 
that had subtly limited the institution’s belief in what was possible. Once that 
ceiling lifted, performance followed. Outpatient digital visits rose by 17 percent, 
and clinical trial activity increased by 20 percent compared to 2024, among 
other gains (Mayo Clinic News Network 2026). These are only a few of the high-
performance results recorded in 2025. 

Research on neural plasticity shows that these ingrained patterns can be 
intentionally disrupted and reformed (Doidge 2007). What diminishes, without 
deliberate effort, is not the brain’s capacity to change but a leader’s willingness 
to examine the 5 percent and question what the other 95 percent has been 
deciding.
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3.3 The Contagion of Leadership States: The Mirror Neuron Effect

There is a dimension of this problem that extends well beyond the individual 
leader. Mirror neurons, the neural systems that support empathy, imitation, 
and shared emotional states, ensure that a leader’s inner operating system is 
never truly private (Rizzolatti et al. 2023; Sun et al. 2025). Teams unconsciously 
attune to the internal states of those who lead them. A leader’s anxiety 
about AI transmits as cultural resistance. A leader’s curiosity can become 
organizational permission to explore. A leader’s willingness to sit with 
uncertainty can foster the psychological safety required for learning.

Satya Nadella’s commitment to repositioning Microsoft as an AI company ran 
directly into an organization whose operating system actively worked against 
the transformation he was leading. A decade of cultural conditioning had 
equated seniority with certainty. Admitting uncertainty carried professional 
consequences. The engineers who rose fastest were those who projected 
mastery, and the organization rewarded them for it (Nadella et al. 2019). Asking 
that same workforce to embrace AI, a technology that can make even the most 
experienced professionals feel like beginners, created a collision between a 
new strategic direction and a deeply ingrained neural pattern.

Nadella understood that no strategic memo would reach the part of the 
brain where that pattern lived. What was required was a witnessed moment, 
something experienced rather than announced. Standing before the entire 
company at a town hall, he did what the culture had conditioned everyone to 
avoid. He told employees that he felt haunted by the possibility that Microsoft 
could fail in the AI Era (Warren 2025).

The weight of that moment is difficult to overstate. The leader of a $3 trillion 
company publicly named fear rather than concealing it (Morris 2024). The 
mirror neurons of thousands of employees were activated immediately 
because the fear he named was the same fear they had been carrying in 
silence (Rizzolatti and Craighero 2004; Fu et al. 2025). Research on mirror 
neuron systems confirms that when a figure of authority makes a previously 
forbidden emotional state visible, the brain’s mimicry system extends that 
permission to the rest of the group. Vulnerability at the top reduces the cost of 
vulnerability elsewhere (Rizzolatti and Sinigaglia 2008; Wang et al. 2024).
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The subsequent structural decision 
made the signal permanent. Nadella 
established a weekly AI Accelerator 
Meeting with a single organizing 
principle that reordered the cultural 
hierarchy: senior executives were 
absent. Instead, the sessions were led 
by the engineers closest to the work, 
the people building the AI products, 
whose direct experience with the 
technology carried more signal 
than any management layer above 
them (Saini 2025). It was, in effect, a 
weekly demonstration that proximity 
to learning mattered more than 
position on an organizational chart.

The effect propagated far beyond 
those who attended these meetings. 
The participating engineers carried 
the changed signal into their own 
teams through the same mirroring 
mechanism, in their willingness to 
say they did not yet know something, 
and in the invisible permission they 
gave to experiment. This is precisely 
the mechanism that mirror neuron 
research describes: culture changes 
through witnessed moments that 
the brain registers, encodes, and 
begins to replicate across a social 
system without conscious instruction 
from anyone at the top.
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In the beginner’s mind, there are many possibilities. 
In the expert’s mind, there are few.

The Enterprise AI Culture Playbook

18

Shunryu Suzuki
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4. 
 
The Synergy Layer: Where Decision Meets 
Execution
 
If the shadow story shapes every decision, and if that story is transmitted 
through mirror neurons to every person a leader interacts with, then the 
most consequential work a leader can do in the AI Era is conscious self-
transformation. Two foundational attitudinal orientations make that work 
possible.

4.1 What If There Were No Limitations?

The first attitude is a deliberate and disciplined expansion of possibility 
thinking. Most leaders approach the AI Era with a filtered imagination 
shaped by institutional constraints, risk parameters, past failures, and the 
weight of established consensus about what is feasible. These filters are the 
surface expressions of the hidden shadow story. They present themselves as 
pragmatism, yet function as ceilings.

The question, “What if there were no limitations?” serves as a cognitive 
interruption (Berger 2016). It does not ask leaders to abandon rigor or ignore 
reality. Rather, it invites them to temporarily suspend the automatic filters that 
prevent new possibilities from entering the field of consideration.
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Steve Jobs offers a compelling 
example. As he gathered his team 
to develop what would become 
the iPhone, he began with a single 
clarifying question: Rather than 
asking what was technically possible 
within the constraints of the existing 
mobile industry, he asked what 
people deserved. Carriers told him 
Apple had no place in the phone 
business. Engineers argued that a 
device with no physical keyboard and 
a touchscreen responsive to a human 
finger could not be built within the 
timeline he envisioned (Isaacson 2011). 

The entire industry imposed a ceiling 
that Jobs refused to accept. The 
iPhone emerged from a leader who 
started with the experience he wanted 
to create and then worked backward 
until reality caught up. Jobs operated 
beyond the limits constructed by other 
people’s assumptions.

Research on self-efficacy confirms 
that believing a different outcome 
is possible is a prerequisite for the 
behaviors required to achieve it 
(Bandura 1997). A leader who believes 
AI can fundamentally reshape an 
organization’s value proposition will 
make very different decisions from 
one who sees AI primarily as a tool for 
incremental efficiency. The difference 
in outcome begins with the quality of 
the question, and that quality begins 
with the willingness to imagine 
beyond the habitual filter of limitation.
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4.2 Shoshin: The Beginner’s Mind as a Leadership Practice

A wealthy and powerful man once traveled a great distance to seek wisdom 
from a Zen master. When they sat together, the man spoke at length about 
everything he already knew: his experience, his accomplishments, and his 
understanding of the world. The master listened quietly and began pouring tea 
into the man’s cup. He continued pouring as the tea reached the brim, spilled 
over the edge, and ran across the table. The man watched in disbelief.

“Stop,” he said.  “Can you not see that the cup is already full?”

The master set down the pot and replied, “You are like this cup, so full 
that nothing more can be added. To learn, you must first empty your cup” 
(Dandapani 2023). 

This story captures the essence of Shoshin, the Zen concept of beginner’s 
mind. Shunryu Suzuki, the teacher who introduced this tradition to the 
West, wrote that “in the beginner’s mind, there are many possibilities, and in 
the expert’s mind, there are few” (Suzuki 2020). In other words, we will know 
when we don’t know. The teaching does not ask leaders to discard what they 
have learned. Instead, it asks something more difficult: to hold accumulated 
knowledge lightly enough that new information can enter the system 
alongside it.

For executive leaders, this is among the most demanding practices of the AI 
Era. Professional identity at the senior level is constructed almost entirely 
around the authority of expertise. Boards, investors, and organizations reward 
certainty. The institutional pressure to project mastery is continuous and 
structural. To sit with genuine curiosity, to say sincerely that something is new 
and that one does not yet know, can feel indistinguishable from admitting 
failure.

Neuroscience, however, clarifies the cost of the full cup. When the brain 
operates in expert mode, it activates familiar neural pathways that are fast, 
efficient, and narrow. The prefrontal cortex routes incoming information 
through existing frames, filtering out what does not fit. 
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Research by Earl Miller at MIT’s 
Picower Institute for Learning 
and Memory has shown that the 
prefrontal cortex redirects neural 
activity toward new pathways, 
specifically when existing ones are 
insufficient (Cohen, Miller 2001). 
That redirection, the biological 
mechanism of learning, requires 
the brain to recognize that what 
it already knows is not adequate 
(Langer 2014). A leader who projects 
certainty at all costs signals to their 
own neural architecture that the 
existing map is complete (Krueger 
2012). The map stops updating.

In the AI Era, an incomplete map 
is a strategic liability. The leaders 
navigating this moment most 
effectively are those who have 
learned to move consciously between 
two modes: drawing on the depth of 
their experience when it serves the 
situation and releasing it when the 
situation has outgrown it. Einstein, 
who said he had “no special talents” 
and was “only passionately curious,” 
was not practicing humility merely as 
a personal virtue but as a cognitive 
discipline. The beginner’s mind was 
the instrument that kept him open to 
what the universe was revealing. For 
today’s leaders, that same instrument 
keeps them available to what AI 
makes possible.
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5. 
 
The Mindset of Possibilities System: A Framework 
for Conscious Transformation
 
The two orientations described above provide the attitudinal foundations. 
The Mindset of Possibilities System offers the structural path for conscious 
transformation. Drawing on findings from neuroscience, behavioral science, 
emotional intelligence research, and applied transformation practice, it offers 
a simple, repeatable cycle that builds in depth and impact with each iteration 
(Bedoni, Twani 2026).

The framework proceeds through three interconnected steps that map 
directly to the scientific principles discussed earlier. Explore brings the hidden 
operating system into view, which is the only way to reach the 95 percent 
that runs beneath awareness. Step Up builds new neural pathways through 
deliberate daily practice, aligning with the principles of neural plasticity. As a 
leader’s inner state begins to shift, Level Up carries that shift outward through 
the mirror neuron effect, turning private change into permission for the 
people nearby. Each step builds on the one before it, and the cycle repeats at 
progressively higher levels of awareness, capacity, and organizational reach 
(Bedoni, Twani 2026).
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5.1 Explore: Seeing What Has Been Invisible

The Explore step requires leaders to turn the same rigorous attention they 
typically devote to external problems inward, toward their own cognitive 
and emotional patterns. It is the step that most leadership development 
frameworks overlook because it is both the most personally demanding and 
the most strategically essential.

During Explore, leaders examine in real time their beliefs about themselves, 
their organizations, and the AI Era. They surface the hidden shadow story 
that has been running their decisions without their awareness by identifying 
the triggers, default responses, and emotional signatures when the old 
operating system fires. A leader who cannot see their own patterns is unable 
to change them. A leader who can recognize them has already begun their 
transformation.

Figure 1. The three-step conscious leadership cycle of the Mindset of Possibilities System 

(Bedoni, Twani 2026)
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5.2 Step Up: Building New Neural Architecture Through Daily Ritual

Understanding a pattern is a necessary condition for transformation, but it 
is not sufficient. The neural pathways that support habitual responses are 
strong because they have been reinforced repeatedly over time. Interrupting 
them and constructing alternatives requires equally consistent and deliberate 
practice (Doidge 2007).

The Step Up phase is organized around daily rituals: small, specific, repeatable 
practices that create the conditions for new neural pathways to form. 
These deliberate fifteen-minute daily engagements incorporate targeted 
questions, intentional behaviors, and reflective exercises designed to engage 
the prefrontal cortex, where the limbic system has previously operated on 
autopilot.

The rituals of Step Up focus on three specific shifts. The first is moving from 
reactive to reflective decision-making by creating a deliberate pause between 
trigger and response. The second is developing structured feedback loops 
that encourage leaders to receive and integrate information their previous 
operating system might have filtered out. The third is embodiment practice: 
intentionally rehearsing the behaviors of the leader one is becoming until 
those behaviors become the new default.

25
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5.3 Level Up: Scaling Transformation 
Across Teams and Systems

Level Up is the phase in which a 
leader’s personal transformation 
begins to function as an 
organizational signal. The mirror 
neuron system ensures that the 
changes a leader has made in 
their own cognitive and emotional 
patterns are transmitted to those 
around them, creating the conditions 
for broader cultural evolution. The 
leader’s inner work becomes the 
organization’s permission to change.

In Level Up, leaders focus on their 
legacy: the culture they are creating, 
the decisions they are making, and 
the future they are actively designing. 
They use the awareness and practices 
developed in Explore and Step Up to 
make deliberate choices about the 
organizational narratives they amplify, 
the behaviors they model, and the 
conditions they create for others to 
transform alongside them.

The cycle then begins again 
from a higher baseline. Each 
pass through Explore, Step Up, 
and Level Up generates deeper 
awareness, stronger practices, and 
greater organizational capacity. 
Transformation is not a destination 
but a discipline, sustained through 
the same kind of deliberate practice 
that produces excellence in any 
complex domain.
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The technology is available to nearly everyone.  
The differentiating variable is the leader.

The Enterprise AI Culture Playbook

27
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6. 
 
The Framework and the 70%
 
The organizations achieving measurable, sustained AI impact share a common 
characteristic: visible, committed, and psychologically prepared leadership 
(BCG 2024). The technology is available to nearly everyone. The differentiating 
variable is the quality of the leadership driving adoption, the capacity of 
executives to model curiosity, sustain momentum through uncertainty, hold 
teams accountable to learning, and make the organizational changes that AI 
deployment demands.

This is the precise gap that the Mindset of Possibilities System is designed to 
address. A leader who has completed the Explore step understands their own 
hidden shadow story and can therefore prevent it from distorting strategic 
AI decisions. A leader practicing the rituals of Step Up develops the daily 
habits that sustain transformation. A leader operating at Level Up creates the 
organizational culture in which AI adoption becomes a shared identity carried 
across all levels.
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The most powerful intelligence in the AI Era 
is the one that knows how to evolve.

The Enterprise AI Culture Playbook
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7. 
 
The Einstein Moment Is Now
 
In March 2026, two of the most accomplished chief executives in American 
business, Coca-Cola’s James Quincey and Walmart’s Doug McMillon, told CNBC 
that the AI wave had influenced their decisions to step down (CNBC 2026). 

Quincey, who had served as CEO since 2017 and added more than $10 billion 
brands to Coca-Cola’s portfolio, was direct about what had shifted. “In a pre-AI 
mode, we made a lot of progress,” he said. “But now there’s a huge new shift 
coming along.” He concluded that it was time to pass the role to someone with 
the energy to carry the organization through a transformation he believed he 
could start but could not finish (CNBC 2026). 

McMillon, who had led Walmart since 2014 and had spoken publicly about AI 
reshaping every job in the company, offered a parallel signal in December 2025 
before handing the role to John Furner.
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These are accomplished leaders whose tenures produced strong stock 
performance, growing market share, and operational execution at enormous 
scale. Their departures, however, send a different signal. They are saying, with 
unusual candor, that the capabilities required to lead organizations through AI-
driven transformation differ from those that produced success in the previous 
era.

Two chief executives of iconic, multigenerational brands looked ahead and 
concluded that the capabilities that had built their success were not the same 
as those the next phase would demand. Stepping aside with that degree 
of candor is honorable. It is also one response when a leader concludes that 
someone else is better positioned to lead the next stage of transformation.

Poincaré and Hilbert reached a similar threshold in 1905 and could not release 
the framework they had spent their careers building. Quincey and McMillon, 
to their considerable credit, recognized the limits of the frameworks that 
had served them. This paper argues for a third path: leaders who undertake 
the daily inner work required to develop the capacity to lead through 
transformation. 

The question for every leader reading this is which of those paths they are 
preparing for. 

Einstein’s breakthrough in the theory of relativity came because he was willing 
to cultivate a level of awareness that his contemporaries could not access while 
remaining attached to what they already knew. He practiced the beginner’s 
mind. He asked, without the filter of established certainty, what if the universe 
worked differently than everyone assumed (Isaacson 2008)?

31
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The leaders who will define the AI Era face an identical invitation. The tools, 
the data, and the strategic frameworks are available to nearly everyone. It’s 
not always easy to have the capacity to see beyond what you already know, to 
release the certainty that the old paradigm once provided, and to lead from a 
place of curiosity rather than protecting your expertise.

The Mindset of Possibilities System provides a structured path toward 
developing that capacity. It begins with recognizing that 95 percent of 
what drives leadership behavior is invisible until a leader chooses to look. It 
continues through the practice of interrupting the hidden shadow story and 
building new neural architecture through daily rituals. Finally, it scales through 
the mirror-neuron effect, as the leader’s personal transformation radiates 
outward to reshape the culture, strategy, and the people around them.

The agentic AI market will reach $199 billion (Zoting 2025). The organizations 
leading it will be distinguished by the depth of their leaders’ inner 
transformation. Leaders who invest in that transformation now, through the 
daily practice of conscious leadership, will find that technology amplifies 
everything they have built. The leaders who deferred that work will find that 
technology amplifies everything they have yet to examine.

That is the Einstein Moment. For the leaders reading this, their moment begins 
now.
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