The Al Performance Trap

Why optimizing your models is failing your teams,
and how to build true human-Al synergy.
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The AI Productivity Paradox: Massive Investment, Inconsistent Returns

Organizations are investing heavily in LLMs, but the impact on performance is highly variable. The
metric that matters is not Al accuracy in isolation, but the emergent capability of human-Al teams.
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Junior consultants see significant Some developers achieve massive Al augmentation primarily lifts the
productivity gains, while senior speed improvements, while others performance of novice agents, with
experts report workflow disruptions. struggle to integrate Al suggestions diminishing returns for experts.
effectively.

(Source: DellAcqua et al., 2023) (Source: Vaccaro et al., 2024) (Source: Brynjolfsson et al., 2025)

Why is the impact of the same technology so unpredictable across different people and tasks?
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Our Al Evaluation Is Fundamentally Mismatched with Reality

The way we build and benchmark Al models creates three critical gaps between their
measured performance and their real-world collaborative value.

© "] S0

1. Optimized for 2. Optimized for 3. Optimized to Imitate,
Benchmarks, Not Agreement, Not Not Complement
Adaptation Assistance

Models are trained to solve static, Models can exhibit “sycophantic” The current approach prioritizes
fully-specified problems (MMLU, behavior—reflexively agreeing imitating human skills rather than
BIG-Bench), but real-world tasks with users rather than providing complementing them, missing the
require adaptive problem-solving genuine, critical assistance, which opportunity to create true

and contextual understanding. undermines collaboration. cognitive partnerships.
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Success Is Not Al Performance. It's Human-AI Synergy.

Human-Al Synergy is the measurable improvement in task performance
achieved when humans work with Al systems compared to working alone.

Al as a Tool Al as a Collaborator

Human

Synergy
+ Interaction: Deterministic, predictable (like a calculator). » Interaction: Dialogic, adaptive, uncertain (like a human teammate).
« Goal: Automate tasks, increase individual efficiency. « Goal: Enhance collective intelligence, improve team outcomes.
» Metric: Standalone Al accuracy. « Metric: Emergent team performance (Syneray).

We need a way to measure and optimize for this synergy directly.
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The Synergy Effect is Real and Substantial

A novel Bayesian framework was used to quantify the performance uplift from Al collaboration,
controlling for individual ability and task difficulty (n=667).

+29 percentage points

+23 percentage points

Human Performance Alone Human + Llama-3.1-8B Human + GPT-40

The best Al models don’t just add to human performance; they multiply it.
The difference between a good and a great outcome is the degree of synergy.
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The Secret Ingredient: Collaborative Ability Is a Distinct Skill

Our research proves that the ability to collaborate effectively with Al is a separate,
measurable capability, distinct from an individual's general problem-solving ability.

The Key Predictor:

This collaborative ablhty IS strongly
predicted by Theory of Mind (ToM)—the
capacity to infer and adapt to anothers
mental state, knowledge, and intentions.

How ToM Drives Synergy:

Users with high ToM form more accurate mental
models of the Al.

C‘ They are better at adapting their prompts and
Q communication to the Al's knowledge state.

They more effectively coordinate the division of
cognitive labor between themselves and the Al.

“Users who excel at perspective-taking achieve
superior outcomes not because they are individually
more capable but because they more effectively
leverage Al as a collaborative partner.”
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The Playbook: Five Pillars for Building a Synergy-Driven Organization

Moving from a tool-centric to a synergy-driven approach requires a strategic, holistic effort. The
following five pillars provide a roadmap for building durable human-Al collaborative capability.

Drive
Continuous
Learning

Cultivate
the Culture

Build New
Capabilities

Redesign
the Work

Implement
Adaptive
Systems

The goal is to stop optimizing models and start building synergy.

&1 NotebookLM



Pillar 1: Build New Capabilities

Strategic Goal: Move beyond basic tool training
to develop the specific cognitive skills required for
effective Al collaboration.

giﬁo Structured Training: Implement programs
focused on mental model formation, prompt
refinement, critical evaluation frameworks, and
workflow integration.

,‘E’U‘?{ Theory of Mind Development: Use
perspective-taking exercises, coordination
practice, and metacognitive reflection to build
ToM skills. Frame Al interaction as a partnership
requiring mutual understanding.

Proof Points

Deloitte

A three-tier training program led

to 19% measured performance

improvement for trained users vs.
7 for untrained groups.

A training program incorporating
perspective-taking exercises
resulted in a 347 improvement in
Al response quality and 23%
higher task success rates.
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Pillar 2: Redesign the Work

Strategic Goal: Intelligently deploy Al where it adds most value and design interfaces
that support true collaboration, not just simple queries.

7 Differentiated Deployment Proof Points

— O Segment tasks based on structure, expertise requirements, charles SCHWAB
and consequence severity. Avoid a one-size-fits-all O e
approach. Microsoft segments tasks into four categories: deployment led to 41% higher
full automation, Al-first, human-led, and human-only. user satisfaction and 277% greater

productivity improvements vs.
universal access.

?@ Adaptive Interface Design @

59 ¢ Buyild tools that support iterative refinement, communicate #. fﬂg?g;ﬁjﬂ;ﬂﬂﬁgher
Al uncertainty, and provide transparency into reasoning Nser satisfaction and 28% better |
(provenance). task performance metrics.
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Pillar 3: Cultivate the Culture

Strategic Goal: Foster an environment where experimentation, critical thinking,

and knowledge sharing around Al are the norm.

Key Actions

(@ Promote an Experimentation Mindset

X~ Encourage exploration of Al capabilities and
b limitations without fear of failure.

éﬁ: Establish Critical Engagement as a Norm

@ Frame the thoughtful evaluation of Al outputs as a
core professional responsibility.

(=) Foster Knowledge Sharing
23

Create communities of practice for users to exchange
effective techniques and troubleshoot challenges.

Proof Points

-
accenture

In offices with strong
“Responsible Al by Design”
cultural support, 732% of
employees agreed that “Al
makes my work more
valuable,” compared to only
41% in offices with minimal
cultural investment.
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Pillar 4: Implement Adaptive Systems

Strategic Goal: Build organizational systems that help teams maintain accurate
mental models and govern Al use intelligently as the technology evolves.

% Dynamic Mental Model Calibration
qf  Systematically communicate capability changes

SEN IS

and use feedback mechanisms to detect and
correct when user expectations don't match Al reality.

Adaptive Governance

Implement risk-tiered oversight frameworks that
match the level of human review to the consequence
of the decision, rather than using rigid, uniform
controls.

Proof Points
e Spotify:

An “Expectations vs. Reality”
feedback mechanism reduced

persistent mental model errors by
67%.

JPMorgan Chase

A three-tier governance system
(autonomous, Al-recommended,
human-led) allows for adjusting Al
autonomy based on measured
performance.
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Pillar 5: Drive Continuous Learning

Strategic Goal: Create a self-improving system where the organization gets
progressively better at human-Al collaboration over time.

Key Actions

M Structured Experimentation:
)¢ Create safe-to-fail programs to test new collaboration
approaches and measure outcomes.

KR Systematic Success & Failure Analysis: Study

@ high-performing teams to extract transferable practices
and analyze poor outcomes to understand root causes.

L9 Build Peer Knowledge Networks:

gpﬁ Facilitate horizontal learning and sharing of best
practices across organizational boundaries.

Proof Points

F .
=" Microsoft

Their “"Al Champions Network"
generated 127 documented collaboration
patterns, and adoption of these patterns
correlated with a 19% productivity lift.

BCG

Groups with strong continuous
improvement practices achieved 11%
annual performance gains over three
years, compounding to a 37%
cumulative improvement.
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The Real Question Is No Longer “How Good is the AI?”
The Strategic Choice

The Tool Paradigm The Synergy Paradigm

g:\\ g | i
Continue to focus on standalone model Focus on building the collaborative capability of
performance. your human-Al teams.
Result: Inconsistent ROI, skill erosion, and a Result: Sustained competitive advantage through
constant race to acquire the next model. enhanced collective intelligence.

The defining question is now, “How good are our human-AI teams?” The
answer lies not in the technology, but in developing the unique human ability to
collaborate with it. It is time to stop optimizing models and start building synergy.
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