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The Adaptability Audit
A diagnostic tool for organizational AI adoption plans, by Riya Kamath

THE PREMISE
Most AI adoption plans claim the workforce will adapt. The claim treats adaptability as a personal quality. It is not. Adaptability is what a worker can do when they have the conditions to do it. This tool tests whether a firm’s plan creates those conditions for all its workers or only for the ones who already had them. It is organised around the five structural preconditions adaptability rests on. Apply each section to a real firm’s plan. The pattern of answers shows whether the plan enables broad adaptation or amplifies advantage that already existed.
1. INCOME BUFFER
The diagnostic question. Does the plan provide a financial bridge for workers reskilling during work hours displaced by automation?
Sub-questions.
· Are workers reskilled on paid time, or on personal time after work?
· If a worker’s role is eliminated, does the firm provide a transition stipend covering the reskilling period?
· Is the stipend available to all displaced workers, or only those above a salary threshold?
Passing answer. Reskilling is paid time; displaced workers receive an income bridge between roles. Failing answer. Workers reskill on personal time; displaced workers are released with severance and a recommendation to retrain elsewhere.
2. PROFESSIONAL NETWORKS
The diagnostic question. Does the plan create network access for workers who do not already have it?
Sub-questions.
· Are mentorship matches assigned, or left to informal pairing among employees who already know each other?
· Are cross-functional rotations open to all employees, or only to those flagged as high-potential?
· Does the firm sponsor industry exposure (conferences, communities of practice) for non-senior staff?
Passing answer. Mentorship is assigned and tracked, rotations are open across the workforce, junior staff get industry exposure as a commitment. 
Failing answer. Networking is implicit, optional, and concentrates among employees who already have networks coming in.
3. PRIOR EDUCATION AND LEARNING SCAFFOLDING
The diagnostic question. Does the plan accommodate workers whose prior education does not prepare them for rapid technical learning?
Sub-questions.
· Is reskilling designed for the median worker’s starting point, or for the worker already conversant with the underlying concepts?
· Are foundations courses (statistics, basic coding, data literacy) offered before advanced training, or assumed?
· Is content available in multiple modalities and at multiple entry difficulty levels?
Passing answer. Reskilling has explicit on-ramps for workers without prior technical education and meets them where they are. 
Failing answer. Training assumes a baseline that excludes the workers most likely to be displaced.
4. DIGITAL FLUENCY
The diagnostic question. Does the plan account for variation in baseline digital fluency rather than assuming it?
Sub-questions.
· Has the firm measured digital fluency across its workforce, or is the assessment implicit in role assignment?
· Are AI tools introduced with structured onboarding for workers new to similar tools?
· Does the firm provide one-to-one or small-group support, or only group training sessions?
Passing answer. Digital fluency is measured, gaps are named, onboarding is differentiated. 
Failing answer. Tools are deployed organisation-wide with a single training session, and the workers who cannot keep up are categorised as not adapting.
5. WORKPLACE EQ-DEVELOPMENT ENVIRONMENT
The diagnostic question. Does the plan invest in the conditions that develop EQ as deliberately as it invests in technical training?
Sub-questions.
· Are psychological safety conditions measured at team level and tied to manager performance?
· Are managers trained in mentorship, feedback, and developmental conversations as a core competency?
· Is cross-functional exposure structured for all employees, or available only to those who pursue it independently?
Passing answer. EQ development is treated as organisational infrastructure, not as a privilege of having a good manager. 
Failing answer. EQ is named as the differentiator in leadership communications and left to chance in everyday practice.
READING THE RESULTS
A firm whose plan passes most diagnostics across the five preconditions has built a transformation that enables broad adaptation. A firm that passes on income buffer and digital fluency but fails on networks, education, and EQ has built a transformation that rewards employees who arrived with those advantages already. A firm that fails on most diagnostics has not built a transformation workers can adapt to. It has built one that selects for workers who do not need to.
WHAT THIS TOOL IS NOT
This tool does not measure whether a firm’s AI adoption is morally good or commercially successful. It measures whether the plan creates the conditions under which most of its workers can adapt, or whether the plan operates on the unspoken assumption that the conditions are already distributed. The first kind of plan produces an adapted workforce. The second kind produces a sorted one.

