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CORE CLAIM

The argument in one sentence

Enterprise AI adoption fails less because the technology fails and more because the program’s 
variety does not match the firm population’s variety.

Problem

Standardized AI rollouts carry limited 
response variety, while firms vary widely in 
readiness, data maturity, sector constraints 
and willingness to change.

Mechanism

The mismatch produces uneven adoption: the 
program serves firms whose existing variety it 
happens to fit and leaves others behind.

Remedy

Build requisite variety into design through 
clustering, modularization, joint optimization 
and governance as a viable-system function.
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CONTEXT AND METHOD

Fieldwork: a cross-case corpus

39
companies in the focal cohort

5
sector clusters

80
approx. company reports in the 

corpus

Stable report template

Company profile, visit summary, AI-agent portfolio, governance/adoption 
structure, strategic observations and a 90-day roadmap.

Analytic coding

The reports were coded for sector and readiness, agent archetypes, governance 
structure and conversion of internal adoption into external offerings.
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CONCEPTUAL FRAME

Theoretical lens: from rollout to system intervention

Tool rollout is too narrow

AI changes tasks, roles, incentives and skills, so adoption must be 
treated as a socio-technical intervention.

Joint optimization

The technical and social sides must be designed together, with 
readiness, governance and task redesign treated as design objects.

Requisite variety

A regulator can control only what its range of responses can absorb; 
uniform designs struggle with varied firms.

Viability and governance

Governance provides control, intelligence/adaptation and policy 
functions needed for viable AI adoption.
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CROSS-CASE MAP

Sector clusters map to recurring systemic challenges

Financial services

Agent archetypes: Claims, 
profiling, fraud, risk

Primary challenge: High-risk 
data and EU AI Act exposure

Legal / audit / advisory

Agent archetypes: Drafting, 
legal research, regulatory 
intelligence

Primary challenge: Privilege 
perimeter and knowledge 
continuity

IT / telecom / cyber

Agent archetypes: Compliance 
tooling, document automation, 
help desk

Primary challenge: Adoption re-
exported as capability

Public / health / education

Agent archetypes: Reports, 
knowledge base, admissions, 
patient engagement

Primary challenge: Regulated 
data and bilingual delivery

Across sectors, the technical solution space is comparatively compact; the organizational challenge varies more strongly.
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FINDINGS

Finding 1: a shared agent taxonomy beneath sectoral diversity

SMALL SET OF TYPES

Language & 
document generation

Correspondence, 
drafting, reports, billing 
narratives

Knowledge retrieval

Curated knowledge 
bases and knowledge-
management agents

Client intelligence

Profiling, sales-
conversation analysis, 
intake

Compliance 
intelligence

Regulatory briefings, 
fraud detection, risk 
assessment

Internal operations

Recruitment, 
procurement, help 
desk, executive assist

Technical demand generalizes; organizational adoption does not: ownership, work redesign, data exposure and 
readiness determine fit.
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FINDINGS

Finding 2: a recurring viable-system governance scaffold
1 Named owners Who is accountable for each agent

2 AI champion Internal coordination and advocacy

3 Data policy Assessment and per-agent data controls

4 AI literacy Documented under EU AI Act

5 Human-in-loop Controlled operating mode

6 90-day roadmap Governance-first adoption sequence

Governance is not only compliance; it is the control, intelligence and policy 
machinery of viable adoption.
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FINDINGS

Finding 3: human-in-the-loop as variety attenuation

AI output Human review Evaluation window Public/client use

The pattern reduces the variety the organization must 
absorb at once, then relaxes oversight as regulatory 

capacity grows.
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FINDINGS

Finding 4: advanced firms re-export their own adaptation

Public-sector energy body

Internal adoption becomes a training-
academy course for municipalities.

Internal change
→ external value

Business-law firm

Privilege-safe, AI-Act-aware practice 
becomes a governance advisory line 
for clients.

Internal change
→ external value

Banking-software provider

Internal learning becomes advisory 
value for banks served; compliance 
file becomes competitive advantage.

Internal change
→ external value

Managerial implication: the cost of adopting AI can become a source of revenue when adaptation becomes a marketable capability.

9



Requisite Variety in Enterprise AI Adoption

ADOPTION DIAGNOSIS

Readiness varies firm by firm

Ready to pilot

Firms with prior structure and 
usable data can pilot rapidly once 
ownership and controls are defined.

Governance first

Firms without foundational 
governance need the control 
scaffold before responsible 
deployment can begin.

Bilingual Greek/English operation adds another layer of variety for client-facing and document agents.
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MODEL

A systemic design model for enterprise AI adoption

1 Diagnose variety Readiness, data maturity and sector constraints before design.

2 Match variety with variety Cluster firms and modularize content around sub-populations.

3 Optimize jointly Redesign tasks, ownership and readiness alongside tools.

4 Install governance Make control, sensing and adaptation standing functions.

5 Stage exposure Use human-in-the-loop attenuation and relax as capacity grows.
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IMPLICATIONS

Discussion: clustering and joint optimization as variety engineering

Cluster for fit

Grouping firms by readiness and sector 
allows genuinely shared assets to be 
built once while preserving per-firm 
ownership and local variation.

Governance as standing function

Adoption should install a durable 
System 3–System 4 capability: control 
for present use and sensing/adaptation 
for future change.

Watch the re-export tension

When internal practice becomes 
ecosystem infrastructure, the firm may 
be pulled between serving itself and 
serving external dependency.

For systemic management: design the regulator, not just the tool.
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CLOSE

Conclusion and research agenda

Conclusion

The remedy for uneven enterprise AI adoption 
is not another tool; it is requisite variety built 
into the design, joint optimization of the social 
and technical sides, and governance that 
keeps the firm viable.

The systemic concepts needed to make AI adoption 
work are already in the field’s own suite.

Test the model

Do variety-matched, clustered designs produce more 
even adoption than uniform designs?

Track durability

Does governance installed as a System 4 function predict 
sustained adoption?

Compare clusters

Which dimensions of variety most shape outcomes: 
readiness, sector or data maturity?
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