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EMI is the diagnostic for whether your organization can absorb structural change without

losing the people who built what it is leaving behind.

The instrument that decides whether AI rollout works is not capability and not strategy. It

is the immune system. EMI names it, scores it, and gives you a place to start.

Six dimensions. Purpose Clarity, Identity, Closure, Trust, Belonging, Agency. Each one has

a named pathology when missing. Purpose Fog, when the team has tasks but no

destination. Hill to Die On, when identity is anchored to a workflow instead of a purpose.

Ghost Workflows, when retirement happens but the work informally continues. Allergic

Reaction, when healthy change reads as threat. Inner Circle, when belonging concentrates

in a small group and excludes the rest. Quiet Quitting, when people retreat instead of

speaking up.

The pathologies are diagnostic. If you have ever seen a transformation officially launch

and quietly die six months later, you have seen one of these failure modes in action. EMI

gives you the vocabulary.

Five archetypes roll the six dimensions into one composite picture. Brittle organizations

treat every workflow retirement as an existential threat. Nothing ends. Everything

accumulates. The most common state, and the most dangerous one. Defensive

organizations retire workflows but at a hidden cost: quiet quitting, attrition, damage to

belonging. Reactive ones depend on the manager. Right manager, dignified retirement.

Wrong manager, allergic reaction. A single leadership rotation can collapse the gains.

Adaptive orgs initiate retirements internally and treat sunset rituals as normal.

Regenerative orgs treat the immune system as a strategic asset and use workflow

retirement as a source of team renewal.

Most enterprises score Brittle or Defensive. The assumption is that engagement scores are

catching this. They are not. Engagement measures sentiment. EMI measures absorption

capacity. Different instruments, different signal.



The diagnostic is twenty-five questions. The output is a composite EMI score, an

archetype placement, and an action plan scoped to your role and your industry. Each

pathology comes with a specific intervention from the EMI library: Identity Portability

Worksheet, Sunset Audit Checklist, Vaccination via Sandbox Playbook, Integration Rituals

Guide, Retirement Co-Design Template.

The simplest summary of why this matters: AI capability is increasing faster than any

organization's ability to absorb it. The bottleneck is the immune system, not the

technology. Measure it before the rollout dies.
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