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We often build a perfect platform,
but not a functioning program.

Visible

Platform is running. Data is flowing. 
Use Cases are live.

Invisible

No one actively asks for it. The system 
depends on one person. Management 
doubts the ROI.
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About me

AEP

Target

AJO

CJA

Data 
Collection

RT CDP

“Three years running AEP as an 
internal owner. Not a consultant. 
Not a vendor. Someone who has
to make this work on Monday 
morning”
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The 18-month adoption gap

Technical Capability (1)

Organizational Momentum (2)

The signals are always
the same: Internal buy-in 
vanishes, usage depends
entirely on one person / 
team and management
questions the ROI.
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(Months 1-6)

Handover
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Stall
(Months 12-18+)
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Covey's habit formation model

x x = Sustainable Habit

If any of these elements is missing, the result is zero. Motivation cannot be conveyed in a slide deck. 
Yet this is exactly where most companies invest the least.

Knowledge
(What & Why)

Training and 
documentation provide

the foundation

Hands-on practice
and enablement

Skills
(How)

Motivation & Desire
(Why at all)

The desire to use
the platform
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The enabler triad

Technology is just an enabler.
It amplifies exactly what sits
underneath it. If the foundation
of process and people is fragile, 
technology just makes the
chaos fast and more expensive

Technology
(The Amplifier)

Process
(The Blueprint)

People
(The Foundation)



© 2026 Adobe. All Rights Reserved. Adobe Confidential.© 2026 Adobe. All Rights Reserved. Adobe Confidential. 8

The AEP mindset-matrix

Awareness
Do they know why it

matters for their work?

Knowledge Skills Desire

Capability
Are there multipliers or just

one bottleneck?

Culture
Do they want to use it
without being pushed?

Governance
Are there shared

followed standards?

Operating Model
Can use cases run

end-to-end repeatably?

Habits
Does natural workflow pull

people toward the platform?

Literacy
Can teams translate business
needs to platform capabilities

Proficiency
Can the internal team build
without external support?

Adoption
Do users return to the
outputs voluntarily?

People

Process

Technology
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From Absence to Autopilot – 4 levels

MeaningLevel

This dimension does not exist in your organization yet. There is no awareness, no structure, no behavior 
— just absence.Not started (1)

Something exists but it depends on individuals, not systems. It works when pushed. It stops when 
nobody is pushing.Emerging (2)

It runs on its own but it is fragile. One person leaving or one quarter of low attention and it slips back.Developing (3)

It is self-sustaining. People would notice and complain if it disappeared. It no longer depends on your 
energy to exist.Established (4)

1 2 3 4
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The people layer: Moving past the individual

Awareness
People x Knowledge

Do teams understand the
value of AEP for their

specific work?

The litmus test :
If you don’t mention AEP in meetings
for a month, how many poeple bring 

it up on their own.

Capability
People x Skills

Are there multipliers, or
does everything depend on 

one person?

The warning signal :
After 12 months, every use case still 
runs across the same person’s desk. 

A fragility, not a capability.

Culture
People x Desire

Do people want to
use AEP without
being pushed?

The solution:
Radical transparency. Share failures
just as much as successes to build

trust instead of hype.
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The process layer: Manifacturing the habit

Governance
Process x Knowledge

Are there lived documented
standards?

The tools:
Every use case is documented before

configuration (RACI, KPI, audience etc). 
Creates institutionalknowledge.

Operating Model
Process x Skills

Is the execution
repeatable?

The setup:
Position the AEP team as an internal 

agency that is commissioned by other
departments, instead of a as a 

passive IT ticket system.

Habits
Process x Desire

Does the normal workflow
pull people into the

system?

The Litmus test:
What happens to the AEP program

if the lead is on vacation for two
weeks? If it stops, it is not an 

organizational habit.
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The technology layer: Translating capability in action

Literacy
Technology x Knowledge

Does the business
understand the limitations

and possibilities?

The goal:
This is a translation problem, not 
purely IT training. The business

must be capable of writing
useful briefings.

Proficiency
Technology x Skills

Can the internal team act
without external partners?

The warning signal :
At months 12-18 there is still a 

critical dependency on the
implementation agency for daily

tasks.

Adoption
Technology x Desire

Are features used
voluntarily?

The indicator :
Audit logs (e.g. in CJA). A 

dashboard that no one opens is not 
a data problem, it is an adoption

problem.
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The AEP mindset-matrix: What you get

Awareness
2

Knowledge Skills Desire

Capability
4

Culture
2

Governance
2

Operating Model
2

Habits
1

Literacy
3

Proficiency
4

Adoption
3

People

Process

Technology
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Reading the red: Identifiying your failure pattern

The Alignment Problem

Diagnosis: The organization can operate 
tech, but users don’t understand why it’s 
relevant to them.

Prescription: Build shared understanding 
before pushing activation.

The Execution Problem

Diagnosis: High awareness and desire, but 
lacking hand-on capability to deliver reliably

Prescription: Pivot from passive training to 
hands-on, end-to-end execution learning.

The Culture Problem

Diagnosis: The platform is being pushed by 
data teams, not pulled by business users.

Prescription: Leadership proof and 
integration into default business workflows.
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Process before people before technology

Process
What are we deciding / fixing?

People
Who owns the execution?

Technology
How do we scale it?

The default way The sequence I experienced

The instinct is to start with technology
because you can demo it. It feels productive. 
It is almost always the wrong starting point

If you do not know what workflow the system
needs to enable, any investment in capabilities
or platform is optimizing something arbitrary

People
Who owns the execution?

Process
What are we deciding / fixing?

Technology
How do we scale it?
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Test your organization

Make an honest assessment
across 9 dimensions.

Do it as a team. Different roles. 
Independent scores. Compare 
results--the gaps tell you often 
more than the scores.

or find it on rowsxcols.com

1616© 2026 Adobe. All Rights Reserved. Adobe Confidential.
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Your next 90 days

Process

Finish the assessment today.
Honest scores. All nine dimensions.

01

Share it with one colleague independently.
Different role. No discussion beforehand. 
Compare results after.

02

Look at your weakest row.
That is your entry point. Come back in 90 
days and see what moved.

03
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Key takeaways

Platform ≠ Program
Going live is not the finish line. The technical work and the organizational work are two different races.
Most programs only run one of them.

Technology amplifies what sits underneath it
If the process and people foundation is fragile, AEP makes the chaos faster and more expensive. 
Fix the foundation first.

The pattern matters more than the score
Do not average your matrix. Find your red stripe. That is your constraint — and your
entry point.

One percent better every day
You do not need to fix all nine dimensions. Pick the one causing the most friction right now. 
Move it one point. Come back in ninety days.
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“The hardest problems
are never technical.”
AEP does not fail because the technology is bad. 
It fails because organizations underestimate what it 
takes to make a platform a habit.

Thank you

19



Q&A




