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THE ADAPTATION CHALLENGE

Smarter Technologies Do Not Automatically
Create More Adaptive Organizations

THE ASSUMED PATH

TECHNOLOGICAL CAPABILITY

AI systems increase speed, reach,

and analytical power

DATA AI SCALE

Rapidly expanding

THE HUMAN–SYSTEMIC

LEARNING GAP

Meaning

Trust

Agency

Learning

ADAPTIVE CAPACITY

People and systems must interpret,

experiment, learn, and evolve

LEARN

Developed—not installed

Technology changes what is possible. Learning determines what becomes adaptive.
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Sources: Faraj, S., Pachidi, S., & Sayegh, K. (2018). Jarrahi, M. H. (2018). Raisch, S., & Krakowski, S. (2021). 



THE INTEGRATION PROBLEM

The Missing Link: From Human Experience
to Systemic Adaptation

HUMAN LEVEL

People interpret change through

experience, relationships, and identity

Sense-
making

Trust
Identity

Agency

Learning and development

HUMAN–SYSTEMIC

LEARNING

The integrative mechanism

SYSTEM LEVEL

Shared learning becomes coordinated

action and changed system conditions

Collective
learning

Coordinated
action

Systemic
adaptation

Adaptive organizational capability

Changed system conditions reshape future human experience

How does human experience become organizational adaptive capability?
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Sources: Crossan, M. M., Lane, H. W., & White, R. E. (1999). Edmondson, A. C. (1999). Weick, K. E. (1995). Kakavoulis, E. (2026).



CONCEPTUAL FOUNDATIONS

Four Foundations, One Human-Systemic
Learning Architecture

ORGANIZATIONAL
PSYCHOLOGY

Meaning  ·  Identity

Trust  ·  Agency

ORGANIZATIONAL
LEARNING

Reflection  ·  Shared knowledge

Revised assumptions

SYSTEMS
THINKING

Interdependence  ·  Feedback

Emergence

COACHING

Inquiry  ·  Development

Behavioral experimentation

H-SCALE

HUMAN-SYSTEMIC

LEARNING ARCHITECTURE

Human experience  Systemic adaptation

RECURSIVE INTEGRATION

H-SCALE integrates these foundations into a recursive learning architecture linking human experience with systemic adaptation.
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Sources: - Argyris, C., & Schön, D. A. (1978). Bandura, A. (2001).  Cox, E., Bachkirova, T., & Clutterbuck, D. (Eds.). (2018). Senge, P. M. (2006). 



THE CENTRAL PREMISE

Adaptation Emerges Through Recursive
Learning Across Levels

01 HUMAN

Interpret  ·  Reflect  ·  Develop

02 COLLECTIVE

Dialogue  ·  Experiment  ·  Learn

03 SYSTEMIC

Embed  ·  Adapt  ·  Redesign

HUMAN-SYSTEMIC
LEARNING

Experience  Collective learning

System conditions

SYSTEM CONDITIONS SHAPE THE NEXT CYCLE

Human experience becomes collective learning and systemic adaptive capability.
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THE H-SCALE ARCHITECTURE

H-SCALE Activates Human-Systemic Learning
Through Six Recursive Phases

01 HEAR

Capture system signals

02 SHAPE

Build shared understanding

03 COACH

Strengthen agency

04 ACT

Experiment purposefully

05 LEARN

Reflect collectively

06 EVOLVE

Adapt the system

H-SCALE

HUMAN-SYSTEMIC

LEARNING ARCHITECTURE

CONTINUOUS  ·  CONNECTED  ·  RECURSIVE

EVOLVED CONDITIONS CREATE NEW SIGNALS

Each phase informs the next—and each cycle reshapes the conditions of the next. 06



THE RECURSIVE LEARNING DYNAMIC

From System Signals to Systemic Adaptation—
and Back Again

Action changes the system—and the changed system must be heard again. 07

MEANING OF +

Positive causal relationship; not necessarily a positive outcome..

BOUNDARY CONDITION R1

Learning can enhance adaptation or entrench erroneous assumptions..



H-SCALE IN AI-ENABLED ORGANIZATIONS

AI Changes the System; H-SCALE Enables
the Organization to Learn with It

01 HEAR

Signals

02 SHAPE

Meaning

03 COACH

Capability

04 ACT

Experiments

05 LEARN

Consequences

06 EVOLVE

System redesign

AI-ENABLED
ORGANIZATIONAL 
CHANGE

Roles  ·  Decisions  ·  Workflows  ·  Relationships

AI-driven change  Organizational learning

CONTEXTUAL APPLICATION OF THE APPROVED H-SCALE ARCHITECTURE

Adaptive AI integration is a recurring learning challenge—not a one-time implementation event. 08



THE HUMAN CONDITIONS FOR ADAPTATION

Adaptive Learning Requires Trust, Agency,
and Psychological Readiness

EXPERIENCE RESHAPES TRUST AND READINESS

01

VOICE

02

AGENCY

03

EXPERIMENTATION

04

LEARNING

TRUST

Concerns can be voiced

CAPABILITY

Competence can develop

PSYCHOLOGICAL SAFETY

Teams can question and learn

ENABLING CONDITIONS ACROSS THE H-SCALE LEARNING CYCLE

Without supportive human conditions, signals remain unheard and learning remains incomplete.
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COACHING AS THE BRIDGE TO ACTION

Coaching Translates Shared Understanding
into Agency and Experimentation

SHAPE

Shared understanding

THE CONNECTIVE PHASE

COACH

INQUIRY  ·  AGENCY  ·  CAPABILITY

Shared meaning becomes

readiness for purposeful action

ACT

Purposeful experimentation

EXPERIENCE INFORMS FURTHER REFLECTION

FOCUSED VIEW OF THE APPROVED H-SCALE ARCHITECTURE

Understanding produces adaptation when people develop the capacity to act upon it.
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EXPERIMENTATION AS A LEARNING MECHANISM

Bounded Experimentation Turns Action
into Evidence for Learning

REFINED ASSUMPTIONS INFORM THE NEXT EXPERIMENT

ACT

Bounded experiment

Clear purpose  ·  Defined scope

Responsible safeguards

EXPERIENCE

Outcomes  ·  Tensions  ·  Consequences

Assumptions become visible under real conditions

LEARN

Collective reflection

Evidence  ·  Assumptions

Implications

EXPERIMENTAL PRINCIPLES

01

PURPOSEFUL

02

BOUNDED

03

RESPONSIBLE

FOCUSED VIEW OF THE APPROVED H-SCALE ARCHITECTURE

Experimentation makes assumptions visible and adaptation evidence-informed.
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FROM COLLECTIVE LEARNING TO SYSTEMIC EVOLUTION

Learning Creates Adaptive Capacity
When It Changes the System

LEARN

Collective reflection

Interpret experience

and examine assumptions

DISTINGUISH

01 RETAIN

02 REVISE

03 DISCONTINUE
EVOLVE

Systemic adaptation

Embed learning into

organizational conditions

ASSUMPTIONS

ROLES

ROUTINES

RELATIONSHIPSSTRUCTURES

HEAR

CHANGED CONDITIONS CREATE NEW SIGNALS

FOCUSED VIEW OF THE APPROVED H-SCALE ARCHITECTURE

Systemic adaptation occurs when learning changes action and the conditions shaping future action.
12

S4 → S5: ADAPTATION PROPOSALS S5 → S4: POLICY -  IDENTITY

EVOLVED CONDITIONS ALTER THE 

ENVIRONMENT

VSM theoretical foundation: Beer, S. (1981), Brain of the Firm · Beer, S. (1985), Diagnosing the System for Organizations.

NEW EXPERIENCES AND SIGNALS
primary entry into S4



ADAPTIVE CAPACITY AS A SYSTEMIC CAPABILITY

Repeated Learning Cycles Build the Capacity
to Adapt Continuously

NEW CONDITIONS REQUIRE RENEWED LEARNING

REPEATED
H-SCALE CYCLES

Human-systemic learning

01

SYSTEM SENSITIVITY

Recognize signals and 

interdependencies

02 SHARED 
SENSEMAKING

Interpret uncertainty across 

boundaries

03

ADAPTIVE AGENCY

Build confidence and 

capability to respond

04

LEARNING AGILITY

Experiment, reflect, revise 

assumptions

05 SYSTEMIC 
RESPONSIVENESS

Embed learning into 

organizational conditions

ADAPTIVE
ORGANIZATIONAL
CAPACITY

Continuing capability to learn

as conditions evolve

PROPOSED CAPABILITY-BUILDING EFFECT  ·  NOT A FIXED MATURITY MODEL

Adaptive capacity develops through repeated cycles of human-systemic learning.
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THE SCHOLARLY CONTRIBUTION OF H-SCALE

H-SCALE Connects Human Development,
Organizational Learning, and Systemic Adaptation

CONTINUING LEARNING

01 CROSS-LEVEL INTEGRATION

Human  Collective  Systemic

02 RECURSIVE LEARNING LOGIC

Interpretation  Action  

Feedback

03 EMBEDDED COACHING

Sensemaking  Agency  

Experimentation

04 ADAPTIVE MANAGEMENT

Learning  System evolution

H-SCALE

INTEGRATIVE HUMAN-SYSTEMIC

LEARNING ARCHITECTURE

Human experience contributes to

systemic adaptive capability

CONCEPTUALLY GROUNDED  ·  EMPIRICALLY TESTABLE  ·  NOT YET EMPIRICALLY VALIDATED

H-SCALE connects established insights across levels without replacing its foundational theories. 14



RESEARCH AGENDA AND EMPIRICAL VALIDATION

From Conceptual Architecture to an
Empirically Testable Model

CENTRAL RESEARCH QUESTION

How—and under what conditions—do recursive H-SCALE cycles transform human experience into systemic adaptive capability?

EVIDENCE INFORMS MODEL DEVELOPMENT

01

OPERATIONALIZE

Constructs and indicators

02

EXAMINE

Processes and mechanisms

03

TEST

Outcomes and 

relationships

04

REFINE

Boundaries and revisions

METHODOLOGICAL STRANDS

01

LONGITUDINAL CASE STUDIES

02

MIXED METHODS

03

COMPARATIVE RESEARCH

CUMULATIVE RESEARCH PROGRAMME  ·  EVIDENCE MAY SUPPORT, QUALIFY, OR CHALLENGE THE ARCHITECTURE

Construct development  →  Process evidence  →  Outcome testing  →  Model refinement
15



MANAGERIAL AND PRACTITIONER APPLICATION

H-SCALE Provides a Disciplined Framework
for Managing Adaptation

01 HEAR

Listen

02 SHAPE

Interpret

03 COACH

Enable

04 ACT

Experiment

05 LEARN

Reflect

06 EVOLVE

Embed

ADAPTIVE MANAGEMENT
CHALLENGE

What must this system learn?

People  ·  Evidence  ·  Relationships  ·  Context

CONTINUE LEARNING AS CONDITIONS 
CHANGE

SIMPLIFIED PRACTITIONER VIEW OF THE APPROVED H-SCALE ARCHITECTURE

CONTEXT-SENSITIVE  ·  PARTICIPATIVE  ·  EVIDENCE-INFORMED  ·  RECURSIVE

A guiding architecture—not a standardized prescription. 16



CONCLUSION: ADAPTIVE MANAGEMENT AS HUMAN-SYSTEMIC LEARNING

Adaptive Management Is the Capacity to Learn
with People and Systems

CONTINUING ADAPTATION IN CHANGING CONDITIONS

01 HUMAN EXPERIENCE

Interpretation ·  Trust  ·  Agency

02 COLLECTIVE LEARNING

Dialogue  ·  Experimentation  ·  

Reflection

03 SYSTEMIC ADAPTATION

Roles  ·  Routines  ·  Relationships  ·  

Structures

H-SCALE

HUMAN-SYSTEMIC

LEARNING ARCHITECTURE

Learn with people  ·  Through action

Across the organizational system

THE HUMAN-SYSTEMIC LOGIC OF ADAPTIVE MANAGEMENT

A human-systemic architecture for practice, research, and continuing development 17
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A QUESTION TO CARRY FORWARD

“What must organizations learn—not merely implement—

to remain adaptive in the AI era?”
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Questions &
Discussion
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