
AI 
transformation 
starts with 
invisible work.

My main takeaway from Lina 
Mikolajczyk at Experimentation Elite



TL;DR

Find the work nobody measures.

Put a cost against it.

Start with small internal use cases.

Prove payback fast.

Decide where people go next.

Stop starting with the tool.



AI value starts before 
AI tooling.



Most AI plans start in 
the wrong place.

With the thing someone wants 
to buy, build, or announce.

A model.

A platform.

A chatbot.

A transformation deck.

A moonshot.



None of that is the 

business case.



The tool is not the 
strategy.

The deck is not the strategy 
either.



Cost the work first.



Lina’s better starting 
point: invisible work.

The stuff that keeps the 
business moving, badly.

Reporting.

Rekeying.

Brief writing.

Note taking.

Spreadsheet orchestration.



Boring does not mean 
low-value.



She measured the 
sludge.

Not with a huge platform. With 
a spreadsheet.

Five days.

Around 50 people.

Shared task categories.

Hours mapped to salary cost.

Automation potential estimated.



Scrappy evidence 
created movement.



Scrappy data beats 
executive anecdote.

Perfect measurement is lovely. 
 No measurement is expensive.



The findings were not 
cosmetic.

Revenue teams were not 
always doing revenue work.

Sales time was diluted.

Ad ops were buried in orchestration.

Regions worked differently.

Costs varied by workflow.

Bottlenecks became visible.



The work pattern was 

the business problem.



Bespoke can become 
expensive theatre.

Especially when the same 
question gets rebuilt from 

scratch every time.



Boards do not fund 
enthusiasm.

They fund outcomes they can 
defend.

Cost saved.

Time returned.

Payback period.

Throughput improved.

Revenue capacity created.



Show what changes, 
not what sparkles.



 Then it gets 
uncomfortable.

Once you attach cost to time, 
you create a people decision.

Saved time can become capacity.

Saved time can become cuts.

The spreadsheet does not decide.

The leadership story does.



 Saved time is not 

neutral.



“AI replaces work, not 
people” is too easy.

It sounds comforting. It is not 
enough.

What work disappears?

What value remains human?

What new work becomes possible?

Who benefits from the saved time?

Who decides?



The model needs a 
people plan.



Start internally.

Customer-facing AI carries 
extra risk.

Higher trust stakes.

More brand exposure.

More control anxiety.

More need for human review.

More ways to damage trust.



Learn where damage is 
containable.



People do not adopt 
your excitement.

Your enthusiasm is not a 
rollout plan.

They have habits.

They have fears.

They have workarounds.

They have spreadsheets.

They have reasons.



Adoption is designed, 
not wished into 

existence.



Resistance is data.

Not all resistance means the 
same thing.

Some people fear job loss.

Some distrust the hype.

Some built the old system.

Some are exhausted.

Some are right.



Listen before you 

automate.



The useful AI playbook 
is less glamorous.

But much more likely to work.

Talk to the people doing the work.

Map the invisible tasks.

Attach time and cost.

Pick small internal use cases.

Publish the numbers.



Make the hidden work 

visible.



Look where the work 
is hiding.

Not where the hype is 
pointing.

The repeated deck.

The copied data.

The meeting notes.

The manual report.

The spreadsheet empire.



That is where AI gets 

real.



This is the bit I care 
about.

Not AI theatre. Evidence-led 
clarity.

Find the hidden friction.

Separate signal from performance.

Show what is actually happening.

Decide what to fix first.

Measure whether it worked.

Clarity before machinery.



I’m the founder of WeAreCorpus. 



We help teams make better digital 
decisions through sharper UX, research 

and upstream optimisation: 
understanding the signals, assumptions 
and expectations that shape behaviour 

before people reach your website.



I also write up the best things I hear at 
conferences, so people who couldn’t be 

in the room can still learn from them.



If this was useful, share it with 
someone who’d appreciate the notes.



Good ideas travel further when we 
pass them on.

Hi. I’m Abi.


