
F I E L D  N O T E

How we make the company
progress with humans and
machines aligned

Process is not a binder. It is one shared picture of the work that helps

people pass it on, AI take hold and a buyer see a company that runs.

I N  S H O R T

A process is one picture of the work that all of us share, so the company can

move forward together.

With that picture, people can pass the work on and AI is easier to put in place. A

buyer sees a company that runs without us.

A process that helps has an owner, is used by the team and changes when we

learn.
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Many of us see process as a burden. We think of a binder to write or a BPMN diagram to

produce, and then it sits on a shelf.

That is not what a process is for. A process is how we make the company progress. The word

itself comes from a Latin idea of moving forward [6].

To progress together, we first need to agree on one picture of how we do the work. Without it,

each of us works from a private version, and nothing moves in the same direction.

0 1

Draw the picture with the people doing the work

There is a scene in The Founder that makes this visible. The McDonald brothers mark out a

kitchen on a tennis court. Staff rehearse the work, moving through the proposed layout. The

brothers watch, rearrange it and try again before building it [1].

What matters in that scene is that the people who will do the work test the plan. A drawing

becomes something they can challenge through use, before anyone commits to a layout that

will shape their day.

This is where BPMN earns its place. It is a standard way to draw the picture so that everyone

reads it the same way. The drawing is not the goal. The goal is the conversation it starts when

we walk through an order, a customer request or a new hire's first week. Where does work wait?

Where does information disappear? Where does someone have to guess?
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A company that someone else can run

The same picture helps when someone is away, when the team grows and when the company

changes hands. If every exception still returns to the founder, we have not transferred

responsibility.

Bradley Lay buys companies. He describes reviewing a construction company where one

operations manager held much of the practical know-how [7]. For an owner who plans to exit,

this matters a great deal. The lesson for us is to protect and share that expertise, and never to

treat the person as the problem.
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BDC's guidance on selling a business says the same thing in its own words. It recommends

repeatable, teachable processes and less dependence on the departing owner [2]. Profitability,

customers and capable people stay central. A shared method makes the handover easier to

prepare.

Franchising shows how a method travels. The McDonald's agreement with Arcos Dorados

combines current operating manuals with training requirements and continuing obligations [3].

The manual does not run a restaurant. People learn the method and practise it. Brand,

resources and operator experience matter too, so we cannot say documentation alone explains

a network's success. Research on how practices spread points the same way. At Rank Xerox, a

field study covered 15 western European countries. It found that using a template helped a

practice get adopted and perform at the receiving unit [8]. A study followed 36 pizza stores

franchised from one corporation. What a store learned reached other stores under the same

owner, and not stores under a different owner [9]. A method spreads when we share it on

purpose.
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Give AI work we understand

"You can't automate what you don't understand." For us, that means knowing the outcome, the

decisions and the limits before we delegate the work.

A 2026 working paper followed 515 high-growth startups. All of them had AI access and

training. The firms that were also shown examples of reorganizing work around AI found 44%

more uses and completed 12% more tasks [4]. It is a working paper, and it does not test

documentation alone. We read it as a hint, not as a rule.

When the whole workflow sits on one picture, we can ask which steps should disappear, which

should change and which a machine can safely do. Someone stays accountable for the

outcome. We define what good work looks like, what a machine may decide and when it must

stop for human judgment. We test real cases, exceptions included, before we give it more

authority.
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Make the method live

EOS names the adoption challenge Followed By All [5]. Writing down a core process is half of

the work. People must learn it, use it and keep it current.

In a randomized trial, textile plants in India received free consulting on management practices.

Adopting them raised productivity by 17% in the first year, and within three years the firms

opened more plants [10]. That trial tested a package of practices, not documentation alone.
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Our extension is simple. When people and AI work together, they work from the same current

picture of the purpose, the rules and the expected result. Human adoption comes first. A

process does not need AI to help the company.

We can start with three to five processes that matter most. Each one gets an owner who

answers for the outcome. We walk the steps with the team and make the handoffs and

exceptions clear, including who takes over when someone is away.

Then we use it. We look at rework, delays and mistakes, and we revise the method when the

evidence changes. What we learn stays within reach of the next person who needs it.

Process is how a company moves forward, with people and machines pulling in the same

direction. With AI beside us, that progress does not have to stop. It only holds if the picture of

our work stays alive, as a drawing people can read and as a file machines can read. Keeping it

alive is our responsibility. From now on, our role is to direct the progress.
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