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A Strategic Blueprint for
C-Suite and Operations

Leaders

From Headcount Reduction
to Workflow Redesign




A Smaller Organization Is Not a Better-Designed One

The Downsizing lllusion
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. Decades of downsizing research caution against treating

a change in workforce size as an adequate explanation
of subsequent performance (Datta et al., 2010).

The most important post-layoff question is not:

¢ How much did we save?

-

The critical operational question:

What can this organization
now do better—and what has it
become less able to do?
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The Math on Paper vs.
Operational Reality
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Compatible Schedules? | [ Complementary Skills? | | Unassigned Obligations? |:
Do the saved hours align? i il Arethe remaining tasks matching? Who owns the fragmented work?

L - =1 L - o . B

Exposure is not an operating model. Rebuilding requires separating potential time savings,

redeployable capacity, and realized economic value. Record each separately.
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The Al Productivity J-Curve
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Purchasing technology
and realizing value are
different events.

General-purpose
technologies require
complementary
investments in
processes, skills, and
organizational
arrangements
(Brynjolfsson, Rock, &
Syverson, 2021).

Investment and
operational adjustment
always precede visible
productivity gains.
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Deconstructing the
Anatomy of Work

Organizational
Structure

®

One in four workers globally is in an
occupation with exposure to
generative Al (ILO, 2025).

Crucial distinction: Exposure is a
measure of potential technological
influence, not a forecast of job losses.

Workflows - & T

Workflows -

Start asking: Which tasks change, Workflows - & 2% Spin bty @1
under what conditions, with “<
what oversight?
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The Feasibility Filter

Gate 01: Technical Feasibility I Gate 02: Operational Feasibilityl Gate 03: Organizational Value

Can a system perform Can it perform reliably H

Does the redesigned ?
workflow improve outcomes >

the activity under test | handling exceptions and after accounting for
conditions? : human review? implementation, training,
: and external support?
................................... II_|[> lI_|[> |I_">
[ 5
e A successful technical demonstration authorizes a pilot.
e It does NOT automatically authorize a workforce reduction. Evidence must be
required at every single stage.
£ o)
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The

Redesign

Paradigm

b The New Way a

11— Organizational Capability°————z

Which tasks within this
workflow change?

Evaluated decision speed Tfmmf

& coaching coverage  ~°

Realized economic value

~-Lpperating risk requiring resolution|
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Step 1: Baseline Work Connected to Outcomes

Activities | N
. \ 4 ¥ = N So =
t f t i } t e = ! e e - .-
__|Current | ~ Verified Required || 1 || Required PESEIER IR Cnstoan/er
Employees Skills Activities ‘ Activities -~ Nee ]
I ' i | =S U T e e \ //_ S = | 'f- - - - Outcome
4 A ' Required | s’ 1 :

* Map intended outcomes before mapping nvidence in Practice: Schneider Electric

reporting lines.
gl , The Open Talent Market connected 3,000 B
» Separate duplication from deliberate employees with internal projects and formed
quality checks. 4,000 mentorships in 2023. This is evidence of
. . an organization making internal capabilities
 Test internal movement and assignments §  and opportunities more visible

before recreating old vacancies.
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Step 2: Continuously Model and

Test Scenarios
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Path A: Limited Improvement

——X -
T
= Adoption or reliability is weaker than expected. I

() =
V— : B
I@' ------------------------------------ , Path B: Validated Improvement |
................................................... | Pilot results persist under normal operating conditions.
Deployment g = = |

Path C: Expanded Demand

} Lower costs or better service create additional work. .

Evidence in Practice: IKEA's Ingka Group (2023)

The Billie chatbot resolved 47% of inquiries. Freed capacity was not simply cut to lower

employment costs; 8, 500 call-center coworkers were reskilled for remote interior design and
complex inquiries. Compare growth against workforce alternatives.
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} The ‘Jagged Frontier’ of Al Assistance

s 5 Context
| | [ = | 19 percentage point B ' i ;
+12.2% tasks O ercen ased on BCG's field experiment
= | completed, o Splkseolll&tlif:)%%"ect of 758 knowledge workers
|| ¥25.1% faster. e  (Dell’Acqua et al., 2026).
Safe Zone: /
% Within s The Mandate
. O Capabilities The practical mandate: i
Redesign must measure both
O acceleration and correction.
o e
® © Danger Zone: Actu.)n i ST
@ Complex / Quality scorecards must track
@ o o © Outside Capabilities errors, rework, and independently
) reviewed output alongside raw
> speed.




Step 3: Equip Managers with Decision Support
-

ulin l | all & =)
= ——
Performance: Capacity:
E Outcomes + task difficulty Committed work + skill coverage
dependencies. + escalation loads.
= - =)
—( =l
=
Retention: Promotion:
Workload data + career Documented criteria + calibrated
® 7| conversations (not just a risk score). human discussion. [
® —— e =
e 5 ~[E] e S
® ® OO
Vacancy: Al ey ane : T
! Delayed outcones + risk Visibility without authority
3 exposure (not just salary saved). .
s , Is not enablement.
; ‘n with
ed design.
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Governance Pillar 1: Mobility & Psychological Safety

Transparent Selection

Training and worker
consultation are directly
associated with better worker
outcomes in Al transitions
(OECD; Lane et al., 2023).

Shour Farce

Employees must be able to
disclose mistakes and
challenge unreliable Al
outputs without being viewed
as disloyal.

J

3003 a04g

A shared belief that a team is
safe for interpersonal risk-

taking drives essential learning
behaviors (Edmondson, 1999).
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Governance Pillar 2: Data as Decision Infrastructure

1. Purpose
Define exactly which uses are prohibited.

2. Challenge

Establish how employees can correct
inaccurate information.

3. Boundary

Enforce strict separation of workflow analysis
from individual performance rating.

4. Distinction

Never confuse a system's estimate of possible
attrition with an employee’s actual intent.
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Execution: The 90-Day Test-and-Learn Rhythm

Y| Phase 1 (Days 1-10): Stabil

IS (TSR
[e———>
M M

ax; —

Confirm ownership :
+ of critical obligations; Phase 2 (Days 11-30): Baseline —aD
- explicitly stop dead work. ;
i  Map priority workflows;

. validate capacity assumptions. age o\ Days el T

fi i BT T | Phase 4 (Days 61-90): Decide
- managers; launch targeted i T
. development. > =
= Expand, revise, pause, or reverse
based on hard evidence. ,
| B — — > X
Day 1 Day 10 Day 11 Day 30 Day 31 Day 60 Day 61 Day 90

Treat rebuilding as a portfolio of hypotheses, not a single organization-chart event.
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The Measure of a Rebuilt Organization

Sustainable
QOutcomes

Service
Quality

Deepened
Capability

Employee
Experience

» A workforce reduction only
changes your starting point.

» What you build from that point
is the consequential test.

» Success is not a smaller denominator in a
productivity calculation—it is a structurally
stronger, more adaptable organization.

T
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