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Executive Summary: Solving the Human Determinants of Al Failure

The Situation

The High Failure Rate

= Despite massive investment and strategic
priority, Al adoption fails at ~80% rates.

» Technical sophistication is insufficient; the
primary barrier is the "Human Element" and
resistance behaviors.
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The Diagnosis
The Trust Paradox

« Trust is not binary (Use/Non-Use). It is two-
dimensional: Cognitive (Competence/Head) and
Emotional (Safety/Heart).

» Misalignment creates four “Trust
Configurations” (e.g., Uncomfortable Trust) that
defensive behaviors—detailing, confining,
withdrawing, and manipulating.

» These behaviors corrupt the data ecosystem.
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Value via
Collaboration

The Resolution

Targeted Intervention

« Cognitive Repair: Transparency and tiered
training (e.g., Siemens).

« Emotional Repair: Psychological safety and
procedural justice (e.g., Microsoft, Unilever).

« Sustainment: Recalibrating the psychological
contract from “task execution” to “value via
collaboration.”
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The High Cost of the Adoption Gap

The Three Manifestations of Resistance

1. Algorithm Aversion: People erroneously avoid
algorithms after witnessing even minor errors,
preferring human judgment even when it is
statistically inferior (Dietvorst et al., 2015).

2. Foot-Dragging: Ignoring tools when
recommendations conflict with professional
identity (Christin, 2017).

Failure Rate for Al adoption initiatives o e L Sl Tk >

and 14% of front-line managers are willing to £

despite proven technical potentiaL trust Al advice (Kolbjernsrud et al., 2017).

|

The Bottom Line: Billions are wasted annually on projects that fail to deliver value (KPMG). The cost is not just
sunk investment, but lost competitive advantage.
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Deconstructing Trust: The Cognitive and Emotional Dimensions

r 3 s 3

Cognitive Trust (The Head) Emotional Trust (The Heart)

Rational evaluation of the system's competence, reliability, Affective responses rooted in feelings of safety,
and usefulness. vulnerability, and comfort.

2 Key Question (@ Key Question
Does it work? Is it useful for my job? Do | feel safe? Is this surveillance? Is it “creepy”?

Driver Driver
Explainability and evidence of performance. Psychological safety, ethical governance, and empathy.

[ Key Insight: These dimensions are independent. A user can rationally kn- ]
ow the Al works (High Cognitive) but still fear it (Low Emotional). J
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The Trust Configuration Matrix

Emotional Trust
(Safety)
A

ﬂ\w —
C A A
Blind Trust % Full Trust (Ideal) <

Low Cog / High Emot High Cog / High Emot -
Mindset: ‘| don't get it, but it feels fine." Outcome: Productive collaboration,
\ Risggver-reliance, risky automation. augmentation.

s

| » Cognitive Trust
(Competence)

-9

ﬂ Full Distrust Uncomfortable Trust

' | Low Cog / Low Emot High Cog / Low Emot

[ i Outcome: Rejection, avoidance. | | Mindset: “It works, but | hate it."
‘ Risk: High anxiety, hidden resistance,

emotional labor. "

|
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The Behavioral Response: Digital Defense Mechanisms

Employees actively manage their ‘digital footprints’ based on their trust configuration.

Detailing

Over-explaining or adding
excessive data to justify
actions, creating noise.

Confining

Withdrawing

Marking data private, Disengaging entirely.

avoiding channels,
withholding info to
maintain privacy.

or Experts "disappear” from
the system, making the
org look less capable.
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Manipulating

Gaming the system.
Deliberately altering data
to manage impressions
(e.g., inflating expertise).
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The Vicious Cycle of Trust Misalignment

Trust Misalignment

User experiences Uncomfortable
Trust or Distrust.

Trust Erodes Further § @ ‘ o \ Defensive Behavior
Users validate their skepticism. " i T |~ Users confine (hide) or
The cycle accelerates. The i HHERCost: manipulate (fake) data.
[ .

| Corruption of the
| Data Ecosystem

L

e

Al Performance Degrades | W Data Asymmetry

Algorithm produces inaccurate (. / 1) The data ecosystem becomes
recommendations. A : — = biased and incomplete.
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The Human Toll of the Trust Gap

Individual Impact Organizational Impact

& * Anxiety & Emotional - # : Decision Paralysis:
Labor: Constant [ = : : Time wasted manually
psychological tension ‘ verifying Al outputs.
regarding surveillance. ‘

‘ ) * Cultural Fragmentation:
¥ - Inequality: “Gamers” il Splits between
are rewarded; privacy- ™ ‘ i adopters and
conscious experts are % skeptics.
sidelined. i

T

%S & - Wasted Capability:
# * Loss of Autonomy: ’ > Failure to leverage
Feeling managed by a ‘; \ actual talent due to
“black box". ) i NP flawed data
representation.
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Intervention 1: Building Cognitive Trust through Transparency
Goal: Prove the system is competent and useful.

Strategy: Explainability & Case Study: Siemens (Industrial Automation)
Limitation Acknowledgement

Contributing Factors

* Avoid “Black Box" deployments. Show why a

Sensor A o
recommendation is made. @ Sensor B o

* Openly acknowledge limitations. Admitting
where Al fails builds trust in where it succeeds. Machinery Alert

Confidence Level: 85%

* Action: Implemented ‘transparent Al’
dashboards for predictive maintenance.

« Detail: Showed engineers which sensor data
triggered warnings and historical patterns used.

* Result: Engineers moved from skepticism to
collaboration by auditing the Al's logic.
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Intervention 2: Building Emotional Trust through

Psychological Safety

Goal: Prove the system is safe and benign.

Strategy: Procedural Justice & Voice

» Opt-in vs. Opt-out: “Forced” participation
breeds resentment.

» Safe Spaces: Forums to express fear without
being labeled a “luddite”.

A

In Practice
Case Study: Microsoft (Al Empathy Labs)

Created confidential small-group sessions
facilitated by psychologists. Employees voiced
concerns about job security, which were
validated rather than dismissed. Resulted in
increased emotional comfort.

Case Study: Salesforce (Ethical Governance)

Established an Office of Ethical Use. Public
dashboards show ethical review outcomes;
employees can challenge Al deployments.

Human Capital
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Intervention 3: Bridging the Gap through Participatory Design

Goal: Align Cognitive and Emotional dimensions by giving users ownership.

Strategy: Participatory Design

Involve end-users in defining use cases. Establish "Human Backstops"
where Al is a recommender, not a judge.

Case Study: Unilever (Talent Acquisition)

O

[Resume Input] }% [Al Screen] ]——> fHiumal Recruiter [[Final Decision]

Review/Challenge]

 Action: Transformed hiring with Al-powered screening, configured by end-users.

» Detail: Recruiters could challenge Al recommendations and were required to
review Al-flagged rejections.

» Result: Improved quality of hire and fairness metrics while maintaining recruiter
trust.
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Strategy: Recalibrating the Psychological Contract

Al changes the implicit deal between employer and employee. We must renegotiate.

Old Contract N \'\ The New Contract

\

e Value = Task Execution & e | ol = e« Value = Judgment, Creativity
Knowledge Hoarding Bl N > & Collaboration

e Security via Obscurity HEATIC| | » Security via Adaptation

e Role: Operator ' I * Role: Validator & Strategist

(R
ol /VJ ol s

fo°f' Action: Explicitly define Al as Augmentation (complementing humans), not Automation (replacing
“& humans). Offer Reciprocal Transparency: if you demand data, you must provide job security. (;
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Leadership: Distributed and Configuration-Specific Management

The Manager as “Trust Diagnostician”: One size does not fit all.

Diagnosed: Uncomfortable Trust Diagnosed: Blind Trust Diagnosed: Distrust
(High Cognitive / Low Emotional) (Low Cognitive / High Emotional)

« DO NOT: Add more technical training. » DO NOT: Simply encourage usage. » Requires intensive peer influence and
= DO: Focus on safety, ethics, and data « DO: Focus on calibration. Teach them "champions” to demonstrate value.
protection assurances. where the Al fails and how to verify it.

Emotional contagion matters. Leaders must model “appropriate skepticism” and “curious adoption”.
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Sustainment: Creating Virtuous Learning Cycles

Trust Deepens o,
(Demonstrated £ >

e ) Case Study: IBM
St AN s Customer Service

Improvement §; 1) 875

sl ¥ ) A « Approach: Gradual Deployment.

« Detail: Started with simple queries,
keeping human-in-the-loop for
complex ones. Expanded only as
the system learned.

(Treat complaints as competence over time.
training data)

L{;f Behavioral Analytics

(Monitor how people
use the tool)

Human Capital
dM Innovationg



The Four Pillars of AI Adoption Success

Dual | | Behavioral | L Structural | Human
| Dimensions * Management 1‘ Bridges | Investment

Address both | Manage digital [ Culture is & | Investin Human
Head (Cognitive) |, behaviors & insufficient. | Capability
and (confining, W1l Implement | (psychological
and Heart 0| manipulating), |I'| | || Transparency, Iy safety) with the
(Emotional). i not just adoption [/l Participatory iy & same rigor as

‘ rates. Il14 17| Design, and (| tech.
i Governance.

“The question is not whether Al can deliver value, but whether
organizations can create the human conditions for collaboration.
The challenge is fundamentally human, not technological.”
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