Kashi product wedge research synthesis

Decision memo tailored to Kashi — Progress & Project Overview (2026-04-21), with external
market, governance, and adoption evidence integrated into a project-usable recommendation.

Document type Internal strategy memo / working decision document

Primary purpose Decide Kashi's actual entry-point framing and translate the research into usable
product, pitch, and deck guidance

Prepared for Kashi project team

Prepared on 2026-04-21

What this memo does

This memo does not just restate the earlier discussion. It pressure-tests the wedge specifically against the
current Kashi deck, identifies where the deck is internally misaligned, and converts the research into a practical
recommendation the team can use immediately in product positioning, pilot design, and slide revision.
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1. Executive decision

Bottom line

Kashi should not publicly lead with either a broad 'workplace power dynamics' frame or a naked 'CEO
instrument' frame. The strongest project-usable answer is a layered wedge: public product wedge = privacy-
bounded meeting governance; primary lived experience = Manager Mirror plus employee-safe pattern visibility;
economic buyer = CEO / executive sponsor; long-term moat = constrained, longitudinal accountability
infrastructure.

The research does not support collapsing the product into a single label such as 'manager coaching', 'HR
evidence support', or 'early-warning governance'. Those are different layers of the same strategy, not
interchangeable one-line identities. The safest deployable wrapper, the budget owner, and the actual
technical moat are different things.
e Best visible front-door story: meeting governance and Manager Mirror, not abstract power-dynamics rhetoric and
not top-down surveillance language.

e Best economic story: earlier detection of manager-caused team drag and people-risk before the cost hardens
into attrition, leave, disputes, or formal escalation.

¢ Best defensible moat: deterministic, content-free, longitudinal structural signals plus constrained visibility,
review-worthy events, and procedural access boundaries.

e Main deck correction: keep the CEO cost logic, but demote the 'CEO's instrument’ emotional framing; it currently
sounds more top-down than Kashi's actual governance model deserves.

2. Research question, materials, and method

This memo answers one practical question: what should Kashi actually use as its entry-point wedge, given the
current state of the product, the current deck, and the surrounding evidence about manager influence, worker
trust, privacy thresholds, and market category legibility?

Materials synthesized
e Internal source I1: Kashi— Progress & Project Overview (2026-04-21), treated here as the primary product object
under review.

¢ Internal source 12: meeting_governance_ai_concept_note.docx, used as the broader conceptual baseline behind
the current Kashi build.

e External source E1/E2: Gallup 2026 materials on manager influence and manager engagement.
e External source E3: CIPD workplace technology report on employee reactions to monitoring and trust.

e External source E4: Microsoft Viva Insights documentation on manager-scoped access and minimum privacy
thresholds.

e External source E5: SHRM 2025 materials showing leadership and manager development as an active priority
area.

e External source E6: official Culture Amp manager-effectiveness materials illustrating that the manager-feedback
category is already market-legible.

Methodologically, this is a strategy synthesis, not a scientific meta-analysis. The standard used here is

narrower and more useful for the project: what framing is supported by the evidence, fits the current Kashi

build, avoids obvious trust or governance traps, and gives the team an actionable positioning decision.

Kashi product wedge memo | 2



3. What the evidence actually says

3.1 Manager behavior is a legitimate and economically serious entry point

The evidence is strong enough to justify a manager-centered wedge, but only if we stay precise about what
that means. Gallup states that managers account for 70% of the variance in team-level engagement. In
separate 2026 reporting, Gallup also notes that global manager engagement fell to 22% in 2025, while best-
practice organizations remained far higher. That combination matters: it says management quality materially
shapes team outcomes and that the manager layer itself is currently under pressure rather than healthy by
default. [E1][E2]

For Kashi, the implication is not that it should become a generic manager-development tool. The implication is
narrower: a manager-facing behavioral mirror is a legitimate front door because it speaks to a known leverage
point that already matters to organizations. SHRM's 2025 materials point the same way: leadership and
manager development remained a key organizational focus, and CHRO-oriented reporting placed it among top
priorities for 2025. [E5]

So the research does support one clear claim: a manager-facing layer is not cosmetic sugar. It is tied to a real
operational variable that organizations already treat as strategically important.

3.2 Surveillance framing is a direct trust hazard

At the same time, the evidence is equally clear that monitoring language is dangerous. CIPD reports that 73%
of employees felt introducing technologies to monitor the workplace would damage trust, 86% believed
monitoring would become more common, and a majority believed the downsides for workers would outweigh
the benefits. [E3]

This is not a side issue. It means Kashi cannot afford sloppy rhetoric. If the productis heard as an executive
visibility machine first and a constrained accountability system second, resistance is structurally predictable.
The current Kashi deck actually knows this in substance: it says 'mirrors, not microscopes'; it keeps the
primary view at the individual level; it uses k-anonymized upward visibility; it prohibits HR decisions from the
tool; and it refuses content, affect, keystrokes, screens, and company-wide health bars. [I1]

The strategic consequence is blunt: any public framing that sounds like bossware or top-down observation
will negate the deck's strongest governance design choices. Kashi's internal architecture is less creepy than
its most aggressive deck lines currently sound.

3.3 The manager-insights category is already legible - but also crowded

There is already a legible market category around manager feedback and manager insights. Microsoft Viva
Insights gives managers scoped access only when privacy thresholds are met and requires minimum team-
size settings of at least five. [E4] Culture Amp explicitly markets its Manager Effectiveness 180 survey as a way
to collect actionable upward feedback for people leaders and says it is 'a great way to start' when
organizations are early in their feedback journey. [E6]

This matters for Kashi in two opposite ways. First, it is good news because it proves the manager layer is
comprehensible to buyers. Second, itis a warning because it means that 'we help managers improve'is not a
moat by itself. If Kashi flattens into generic coaching language, it walks into a crowded category and throws
away what is actually distinctive about the system.
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3.4 Kashi's real differentiator is constrained governance infrastructure, not generic coaching

The current deck and the earlier concept note are alighed on one important point: the core productis nota
harassment classifier and not a meeting productivity tool. It is designed around deterministic, explainable
structural signals; longitudinal aggregation; review-worthy events instead of legal or moral labels; role-based
presentation; tiered retention; and explicit refusals around content, affect, and HR decision use. [I1][I2]

This is where the moat lives. Kashi's strongest technical and strategic features are not 'dashboard' features.
They are design constraints: no live LLM in the production detection path; structural signals only; per-speaker
baseline calibration; k-anonymized executive views; differential privacy; audit trails; user-visible drill-down
logic; and a planned victim-owned evidence vault where the employer cannot decrypt the retained snippets.

(1]

In other words: Kashi is not special because it gives a manager a chart. It is special because it tries to connect
detection, governance, privacy, and accountability without collapsing into either a survey product or a
surveillance archive. That is much closer to institutional infrastructure than to a soft coaching widget. [12]

3.5 The CEO cost story is strong, but it is not the same thing as the public wedge

The Kashi deck is much stronger than the generic concept note in one area: business pain. It already packages
the executive problem as hidden labor-cost leakage and delayed response to people-risk, not as abstract
empathy. It explicitly says existing tools often sell to HR while the CEO bears the deeper operational cost, and
it structures the bill as a layered cost stack rather than just salary paid during leave. [I1]

That is strategically useful and should be retained. But it does not follow that the deck should publicly sound
like a CEO surveillance product. The economic buyer story and the trust-facing product story are different
layers. Treating them as the same thing is one of the main reasons the current framing feels internally tense.

The disciplined answer is: keep the CEO cost logic as the buyer and sponsor layer, but do not make 'CEO's
instrument' the dominant emotional identity of the product.

4. Diagnosis of the current Kashi deck

4.1 What the deck already gets right
e |t draws a hard line around what Kashi is not: not a harassment classifier, not a meeting productivity widget, and
not an employee-monitoring tool. [I1]

e |t has a coherent methodological stance: deterministic layers, explainable signals, review-worthy events, and no
auto-action. [I1]

e [tis unusually disciplined about refusal: no content classification for employer access, no affect inference, no
Productivity-Score-style telemetry, and no company-wide relationship score. [I1]

¢ |t has already identified some key false-positive landmines and mitigation strategies, especially per-speaker
baseline calibration rather than naive team-average comparison. [I1]

e |[ts v2 direction remains mostly aligned with the governance posture: victim-explainer page, user-marked
confounds, and victim-owned evidence vault. [11]

4.2 Where the deck is currently misaligned

The central misalignment is rhetorical, not architectural. The deck's design principles and system constraints
say 'bounded visibility, self-service first, aggregate upward views, no surveillance archive'. But some of its
most memorable lines say 'the CEO's instrument for seeing the bill before it arrives' and position the product
partner summary explicitly around the CEO as the user itis for. [I1]
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That matters because these lines do more than sound bold. They tilt the whole product emotionally upward.

The result is that a system built to be constrained and procedurally careful can still be heard as top-down

visibility software. This is exactly the category mistake Kashi is supposed to avoid.

4.3 Candidate framing scorecard

Deployabilit

Framing option

Manager coaching / meeting hygiene 5

HR / compliance evidence support 2

Early-warning governance for high-

. 2
risk teams

Recommended hybrid: privacy-

bounded meeting governance with 4

executive buyer logic

Budget pull

Differentiation

Trust safety fit
5 2
2 5
1 4
4 5

Overallrole

Good wrapper, weak
whole-company story

Strong phase-2 expansion
path

Too hot as first public
wedge

Best Kashi-fit answer

This scorecard is qualitative, not statistical. Its purpose is to keep the project honest about the trade-offs: the safest public
wrapper is not the whole company story, and the highest-pain buyer story is not the safest front door.

5. Recommended wedge architecture for Kashi

Recommended one-sentence positioning

Kashi is privacy-bounded meeting governance infrastructure that surfaces repeated interaction asymmetries
from structural meeting metadata so managers can correct patterns earlier, employees can validate what is
happening more safely, and organizations can respond before the damage hardens.

5.1 Treat the wedge as a layered system, not a single slogan

Layer

Public product
wedge

Primary lived
product
experience

Economic buyer
wedge

Long-term moat

Recommendation

Privacy-bounded meeting
governance

Manager Mirror + employee-safe

pattern visibility

Executive risk and labor-cost

prevention

Constrained accountability
infrastructure

Why this layer exists

Safest high-legibility wrapper; aligned
with Kashi's actual refusals and
bounded-visibility thesis

Matches what users actually see and
fits the 'mirrors, not microscopes'
principle

Retains the cost seriousness that
distinguishes Kashi from soft
engagement tools

Explains why Kashi is more than
coaching: deterministic signals, role-
bounded access, traceable escalation,

Where to use it

Homepage hero, demo
intro, external one-liners

Demo flow, pilot
materials, UX
architecture

Buyer memo, investor
deck, sponsor
conversations

Deep-dive slides,
diligence, partner
discussions
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privacy design

5.2 What this means in plain language

e Kashi should lead with a bounded governance product, not with a broad social-theory abstraction.

e Kashi should demonstrate the manager mirror first, because that is the least scary and most legible behavioral
interface already shipped in the product. [I1]

e Kashi should keep the CEO cost argument, but as sponsor logic rather than identity logic.

e Kashi should present escalation support and executive risk views as controlled layers of the same system, not as
the first emotional impression.

e Kashi should keep insisting that the model surfaces plausible structural asymmetries for human review; it should
not slide into claiming that it detects harassment, intent, illegality, or moral truth. [I1][12]

6. Project-usable messaging architecture

6.1 Recommended wording by audience

Audience / context What to emphasize Recommended wording direction

Kashi surfaces repeated interaction asymmetries
' Bounded governance, structural ]
Homepage / first from meeting structure alone - so teams can respond
. . metadata, no content, early . . . .
impression . earlier without turning communication into a
correction . .
surveillance archive.

Start with how a manager sees their own pattern drift,
Demo introduction Manager Mirror first interruption concentration, and speaking-share
effects - before showing executive aggregation.

L . Kashi helps organizations see manager-caused team
) Cost, lagging indicators, early-risk . . .
Executive sponsor drag and people-risk earlier than complaints, leave, or

visibility .
attrition usually allow.
The primary view is your own pattern context. Upward
Pilot participant / Mirrors, not microscopes; visibility is aggregated. The system does not read
employee notice procedural limits message content, infer emotion, or make HR
decisions.
The novelty is not generic Al analysis. Itis the
combination of deterministic structural signals,
Investor / judge Why this is new . S - &
constrained visibility, and accountability workflows
that do not collapse into survey software or bossware.
6.2 Phrases to avoid
Current / risky phrase Why it is risky Safer replacement direction
'The CEQ's instrument for seeing the = Strong sponsor line, but too top-down Use only in closed sponsor context;
bill before it arrives' and easy to hear as surveillance software ' do not make it the front-door identity

'Workplace power dynamics' as the Intellectually strong but too abstractand | Lead with bounded meeting
main product nameplate scary as a first label governance or interaction
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'Detects harassment' / 'finds abusive
managers'

'‘Company health score' or broad
relational score

Not supported by Kashi's own
methodology; creates fairness and legal
overclaim

Kashi's own deck persuasively rejects
this; invites metric gaming and false
reassurance

governance

Use 'surfaces repeated structural
asymmetries for human review'

Keep manager-level or case-level
visibility rather than a single headline
number

7. Specific changes to the current Kashi deck

These are not generic copy suggestions. They are direct project edits implied by the research and by the

current deck's own internal logic.

Deck area

Hero / opening

Principles section

Demo flow

Partner summary

Competitive slide

v2 section

Keep

Keep the invisible-pattern thesis

Keep 'mirrors, not microscopes';
keep no-content / no-affect/ no-
HR-decision lines

Keep /demo/mirror and
/demo/ceo

Keep cost logic and strategic
seriousness

Keep distinction from survey
tools and content-surveillance
tools

Keep victim-explainer and
evidence vault

Change

Reduce top-down rhetoric; lead
with privacy-bounded meeting
governance before cost

Move these higher and visually
heavier

Show Manager Mirror before CEO
roster in every standard
walkthrough

Change 'Who it's for' from CEO-
only to executive sponsor +
governed stakeholder set

Clarify that Kashi's edge is
constrained longitudinal evidence,
not just 'showing a person in power
their behavior'

Frame them as proof that the
governance posture is real, not as
side features

Suggested replacement line for the current 'CEQ's instrument' sentence

Replace with something closer to this
Kashi is privacy-bounded meeting governance infrastructure. It helps organizations detect repeated interaction

Reason

Trust must be established before
executive visibility is discussed

These are not disclaimers; they
are product identity

Mirror-firstis less scary and
better matches the wedge

The buyer can be CEO-led
without pretending the product
only exists for CEOs

Prevents the story from
collapsing into generic coaching

These features materially
strengthen the trust thesis

asymmetries early enough for managers to self-correct and for institutions to respond before concerns harden

into complaints, attrition, leave, or formal cases.
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8. Immediate project implications

8.1 Decisions the team can make now

e | ock the official wedge architecture: public product wedge, lived product experience, economic buyer, and moat
should be defined as separate layers in the project documentation.

e Create two deck variants immediately: one trust-first external/product deck and one sponsor-heavy buyer deck.
Do not force one slide sequence to do both jobs.

e Make Manager Mirror the standard first demo path. CEO roster should appear later, after the audience has seen
the bounded-visibility logic.

e Rewrite the homepage and partner summary so that governance constraints read as core product design, not as
defensive caveats.

e Convert the current strongest refusal lines into a reusable 'Kashi will not do' module that can appear in deck, site,
pilot notice, and governance FAQ.

8.2 Decisions to resolve next

e Define the initial pilot archetype more tightly. Kashi should pilot in meeting-heavy teams where manager behavior
has high leverage and transcript availability is clean, rather than trying to be universal from day one.

e Specify the sponsoring coalition. Even if the economic sponsor is CEO or COO, rollout legitimacy will also
depend on People / Legal / employee-trust stakeholders. The deck should reflect that reality.

e Decide whether the employee private view is a first-class part of the pilot story or a later trust reinforcement. The
current material suggests it should be first-class, because it is one of the main reasons Kashi is not just top-
down telemetry.

e Define the internal evidence standard for claims. Kashi should say what it supports, what it does not support, and
what would count as sufficient evidence before stronger organizational claims are made.

9. Canonical positioning text the team can reuse
30-second version

Reusable positioning block

Kashi is not a harassment classifier and not a meeting productivity tool. It is privacy-bounded meeting
governance infrastructure. Using structural meeting metadata alone - such as speaking share, interruption
directionality, response latency, and cross-meeting pattern drift - it surfaces repeated interaction asymmetries
early enough for managers to self-correct, employees to validate what is happening more safely, and
organizations to respond before the damage becomes a crisis.

Longer strategic version

Kashi's wedge should be described as a bounded governance system rather than a broad power-dynamics
detector. The visible product is a meeting-governance layer centered on self-view and Manager Mirror. The
buyer logic is executive risk and labor-cost prevention. The underlying moat is a deterministic, longitudinal,
privacy-constrained accountability architecture: structural signals only, no content-based employer access,
no affect inference, no HR decisions from the tool, no company-wide health score, and controlled escalation
support. That combination is what makes the product legible, serious, and differentiated at the same time.
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10. Sources

Internal sources are treated as primary project materials. External sources are used to ground claims about manager leverage,
adoption friction, privacy thresholds, and category legibility.

E1

E2

E3

E4

E5

E6

ID

Source

Kashi — Progress & Project Overview (2026-04-21). Internal
project PDF.

meeting_governance_ai_concept_note.docx. Internal concept
note.

Gallup, '3 Employee Engagement Strategies for 2026' and

related 2026 manager-development materials.

Gallup, State of the Global Workplace 2026.

CIPD, Workplace technology: the employee experience.

Microsoft Learn, Configure manager settings - Viva Insights.

SHRM 2025 State of the Workplace / related 2025 SHRM
materials.

Culture Amp official manager-effectiveness survey materials.

Use in this memo

Primary product object under review; used for
current positioning, system, governance, and
shipped-state analysis.

Used to compare the current deck against the
broader conceptual baseline and governance logic.

Supports claim that managers account for 70% of
variance in team-level engagement.

Supports claim that manager engagement is
currently pressured and therefore strategically
important.

Supports trust and monitoring-risk claims,
especially the 73% trust-damage figure.

Supports claim that adjacent manager-insight
products rely on scoped access and minimum
privacy thresholds of at least five.

Supports claim that leadership and manager
development is an active organizational priority

area.

Supports claim that the manager-feedback category
is already legible and established.
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