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How to Use This Guide

Al implementation changes work, identity, accountability and incentives. Technical success does not
guarantee operational adoption.

Construction Al adoption succeeds when owners, estimators, PMs, coordinators, superintendents, BD
teams, accounting/admin and field leaders understand what the system does and how it changes their
work.

Best use

Treat adoption as a change-management program with named owners, training, feedback and role
clarity.

What Employees Usually Want to Know

Why are we doing this?

Will this replace my job or change my role?
What am I allowed to use Al for?

What am I still accountable for?

How do I know when the Al is wrong?

What happens when I disagree with it?

Who do I call when it fails?

Will productivity gains simply create more work?
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The Five Adoption Failure Patterns

Failure pattern What happens Countermeasure

Licenses are issued with no workflow | Implement around named work and

Tool dumping change. KPIL.

Set clear intent, boundaries and job

Staff hide AI use or resist it. . .
implications.

Fear and concealment

Train on failure modes and review
obligations.

Users accept confident outputs

Over-trust . . .
without verification.

Under-trust

Useful Al is ignored after early
mistakes.

Start bounded, publish measured
performance.

No ownership

Everyone uses it; nobody owns the
result.

Name process, system and risk
owners.

Role-Based Training

Role Needs to learn

Executives Economics, risk, authority, portfolio decisions
Managers Workflow redesign, KPI ownership, exception handling
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Role Needs to learn

Frontline users Approved use, verification, escalation, feedback
Builders Architecture, evaluation, security, observability
Governance/security Access, incident response, evidence, vendor risk
Reviewers/QA Ground truth, sampling, error taxonomy, release gates

Adoption Measurement

Metric What it tells you

Eligible users active Whether the tool is actually used
Workflow completion through AI path Whether work changed, not just logins
Override/correction rate Trust and quality signal

Exception rate Operational burden

Time saved/redeployed Economic benefit

User confidence score Change-management health

Policy violations Training/control effectiveness

Leadership message

Al does not remove accountability. It changes where human judgment is most valuable.

Construction Applications

Design around real field/office behavior. Do not force another disconnected tool into already
fragmented workflows. Train people on verification, escalation and appropriate use, not only
prompting.
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