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„Led“Digital 
Leader

University
Lecturer

Transformation 
Council Director



“Only three things happen 
naturally in organisations: 
Friction, confusion, and 
underperformance;       
Everything else requires 
leadership.”
     Peter Drucker



1240
days of
ChatGPT & Co.



The A.I. Revolution and Core Principles

Agents for Change

Leading in Times of A.I.



Why is (radical) 
A.I. Leadership now
absolutely crucial? 



A.I. at the present state 
is where the Internet 
was in the late 90’s
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We could 
be herePC

Internet

Web 2.0

A.I. & Co.



„... Essentially, Yuan imagines a future 
where every Zoom user will have a kind 
of digital avatar who can attend 
meetings, speak for them, and make 
decisions in their stead.”

Source: https://www.fastcompany.com/91236796/zoom-just-rebranded-itself-to-zoom



Internet Meme

“We will have self-
driving cars in 5 
years.”
 

“Radiologists 
will be obsolete 
in 2 years.”
 

2014 2016 2026





The 
“Excel Effect”





Source: Published Nov 6, 2025, 
https://www.ft.com/content/60df
a917-c5e6-4b9b-9cdb-
a30692a29527



A x B x C x 0 = 0 

A.I. and A.I. Agents could add a 
« one » or « zero » to your
strategy formula

Cf. Ben Thomson, Stratechery



Long operating 
history

Static
Environment

Dynamic 
Environment

Short operating 
history

Predict & Plan!

?

@larssudmann



“If the path before you is clear 
you’re probably on somebody 
else’s path.”
 
C.G. Jung





Long operating 
history

Static
Environment

Dynamic 
Environment

Short operating 
history

Predict & Plan!

Experiment!
(Spaghetti)

@larssudmann



Prompting 
Your Prompt



NotebookLM





“Based on this meeting 
recording and this previous 
”Lessons Learned” document 
(uploaded), what are key 
things that we might have 
missed”?





Competitor’s & 
Past Advice Check



Friday Afternoon



“If information was the answer, 
then we’d all be billionaires with
perfect abs.”

Derek Sivers



Internet Meme



The A.I. Revolution and Core Principles

Agents for Change



An AI agent is an LLM that 
can take actions and decide 
for itself what to do next, 
in service of a goal.



L1 !"#$%&'()
User as an
Operator

User directs and makes 
decisions, agent acts.

L2 *+,
User as a
Collaborator

User and agent 
collaboratively plan, 
delegate, and execute.

L3 -.
User as a
Consultant

Agent takes lead but 
consults user for 
expertise/preferences.

L4 */
User as an
Approver

Agent engages user only in 
risky or pre-specified 
scenarios.

L5 012345
User as an
Observer

Agent operates with full 
autonomy under user 
monitoring.

User Involvement
Agent Autonomy

Source: cf e.g. Max Froehlich





If you don’t know where to 
start with your Agent 

journey, begin with your 
biggest pain point



“Failure is not an option!” 

      



“Failure is actually an option here. 
If things are not failing, you are not 
innovating.” 

Digital 
Entrepreneur





What is your Line #12?



III. Marketing

I. Productivity

II. Leadership

Agent
 Use Cases



Analysis



Analysis



Example
Zapier



Zapier



I. Productivity

II. Leadership

Agent
 Use Cases



Leadership Code



How would the leader 
I want to be
handle the things
I’m facing today? 



Sharing the 
Leadership 
Challenge



III. Marketing

I. Productivity

II. Leadership

Agent
 Use Cases



Client Updates
Research



Outreach 
Design



A.I. needs 
to meet E.I.





If you don’t know where to start 
with your A.I. & agent journey, start 
with your biggest pain points.    
  



The A.I. Revolution and Core Principles

Agents for Change

Leading in Times of A.I.



 
Leading Change
Is Easy



 
If nothing ever 
transformed there 
would be no butterflies







Been Bag Photo

Implement & 
Be Happy



Right?







The 
Olympic 
Principle





Data
Clarity
Agility



1988: „Don‘t get in a car with
strangers!“

2002: „Don‘t meet people from
the Internet!“

2026: Uber, Lyft & Co.
Internet Meme



Technology Stacking



Here is 
the magic



“Don’t be a know-it-all; 
be a learn-it-all.” 

    Satya Nadella



 
Metrics for Success
Token Use?



 
Roles & Tasks

What is human only?

What can be done as human plus AI?

What can be fully automated?

Each task gets an exposure level score and a time-savings and/or value growth estimate

Source: Tamara Gielen, ReWork 



Tool:
AI-Hackathons



What is needed? 
Key specific problems that 

need solving in the org 

What is needed? 
Key specific problems that 

need solving in the org 

What is needed? 
Key specific problems that 

need solving in the org 

What is possible? 
Domain-specific & Non-

domain-specific AI experts

What is possible? 
Domain-specific & Non-

domain-specific AI experts

What is possible? 
Domain-specific & Non-

domain-specific AI experts



Some Challenges & 
Questions Ahead



Car Wash 
Question



Tested 22.4.26, Claude Sonnet 4.6



 





Leadership 
Question





Cost 
Question



Long-Term 
Question



Intuition & Taste is key 
in A.I. & Agent use.
But how do you 
develop this?



The A.I. Revolution and Core Principles

Agents for Change

Leading in Times of A.I.



A.I. Should 
Follow Strategy
(Not the other way around)



Throw some Spaghetti at 
the wall...and see what
sticks



„If you want a guarantee, buy
a toaster.“

Clint Eastwood

„It is impossible to produce
superior performance unless
you do something different.“

John Templeton@larssudmann
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