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The organizational Al inflection point
reveals a profound ROI disconnect

60%
of advanced
economy jobs
N impacted
(IMF, 2024)

15-40%
faster innovation cycles
(Djangone, 2026)

48%

report heightened anxiety

compared to last year

(EY, 2025)

Key Takeaway: Technological capability means little if employees
psychologically withdraw from Al-enabled workflows.
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Al adoption extends far beyond
software licensing

Layer 3: Capability Development

Building organizational and individual
competencies to leverage Al

Layer 2: Integration Processes

Embedding capabilities into existing
workflows and decision structures
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Layer 1: Infrastructure SO:::/:Z 'ﬂjl:ﬁ:ﬁg
Investment §! | SN o
Acquiring platforms, data systems, bk’:ﬂ \\‘ ” & H
compute resources SN ‘\\“\ PSS : :
\§ b X " The Implementation Trap: Treating Al

purely as a technical upgrade (Layer 1)
inevitably leads to adoption failure. |
True adoption requires mastering human
integration (Layers 2 & 3).
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Refes: Lin, Tian, & Cheng (2024)



The hidden cost of
technology-driven deployment

Fractional

Billions in Al | :
Infrastructure \ ! , ROI Realized
Investment y ‘ l
Leak 1: Resistance and Leak 2: Underutilization Leak 3: Suboptimal alignment
workarounds due to steep learning between Al capabilities and

curves actual workflow needs

Insight: These friction points are not random. They are predictable psychological
responses to poorly designed, non-human-centered implementation.
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Al integration triggers divergent
motivational pathways

The Approach Pathway

Al-supported autonomy activates
proactive behavior

f Raw T
~ Organizational |

The Avoidance Pathway

Al anxiety triggers
psychological withdrawal

. AlAdoption /|

The divergence between a proactive workforce and an anxious one is not random
chance—it is entirely dependent on organizational design and support mechanisms.
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The Diverging Pathways
Diagnostic Matrix

|

The Approach Pathway

I

Trigger:
Al-Supported Autonomy
(Sense of control and flexibility)

Psychological State:
Liberated & Growth-Oriented

Behavioral Outcome:
Proactive Job Crafting
(Expanding roles, seeking challenges)
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The Avoidance Pathway

Trigger:
Al Anxiety
(Learning concerns, adaptation stress)

Psychological State:
Threatened & Avoidance-Oriented

Behavioral Outcome:
Emotional Disengagement

(Reducing role scope, withdrawing) \
Il |
| |

Source Synthesis: Liu, Tian, Li, and Tan (2026)
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The Anatomy of Al Anxiety

Replacement Fear

75% fear obsolescence; 65% fear
for their specific role (EY, 2025)

Identity Disruption Algorithmic
Existential threat to Anxiety

professional meaning and ]
expertise Dang & Liu (2025)

Autonomy Erosion

Rigid constraints and
algorithmic management

Insight Alert: The Resilience

Paradox (Chu, 2026)

Employee resilience actually amplifies
distress in high-control Al environments.
Personal coping resources cannot
substitute for supportive system design.

Competence Threat

Accelerated pressure to

continuously acquire new skills

A
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The Switch: Knowledge-Sharing il
Infrastructure redirects momentum Autonomy Pathway

Knowledge-Sharing
Infrastructure

Raw Al Integration

Anxiety /
Avoidance
Pathway

Access to knowledge-sharing resources
significantly predicts Al confidence and
utilization, buffering against anxiety.




The Human-Centered Al Playbook: Pillar 1

Transparent Communication
& Expectation Management

Pillar 1

| |
Action: Articulate clear purpose and realistic capability l
framing (emphasizing augmentation over replacement).

=,

Establish continuous, bidirectional feedback channels. T

| | ||
Case in Point: Microsoft

Established employee ‘Al councils’ and
scenario-based training, resulting in
significantly lower Al anxiety in divisions
with comprehensive communication.
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The Human-Centered Al Playbook:

Procedural Justice

Pillars 2 & 3

Action: Implement participatory
\ ( design processes, explainability,
W

,_

and algorithmic transparency.

Capability Building

Action: Deploy foundational Al
literacy, role-specific training, and
continuous learning systems.
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Case in Point: Unilever

designed Al recruitment to
provide structured assessments
while preserving human
judgment, backed by bias audits.
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Case in Point: AT&T's $1B B
reskilling initiative provided Al |
literacy and career pathways, |}
significantly reducing
technology-related anxiety. [
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The Human-Centered
Al Playbook: Pillars 4 & 5

: Psychological Support
Pillar 1 Case in Point: IBM's
Action: Provide transition C'jg;:eﬁ"gfgt;;‘;gzt've
Pillar 2
Pillar 3

Work Redesign
. Pillar 4 .~ ' m . Action: Focus on intelligent task allocation (human vs.

Al), workflow integration, and preserving activities

. j— . that provide psychological meaning.

assistance, internal mobility internal pathways
H H into emerging tech

programs, and job crafting e i

facilitation. disposability.

Pillar 5 *\ -
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Al adoption requires distributed,
inclusive governance
g i

Expertise

1/ \

\

{ o \

(System capabilities) \
110

Frontline [ / \\ Operational
Experience v / L\ Knowledge
(User friction points) Governance  (Workflow realities)

HR Insights \
(Employee wellbeing & skills) N £

Organizations that concentrate Al decisions exclusively in executive or

technical silos implement systems misaligned with workflow realities.
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Recalibrating the Psychological Contract

Traditional Contract
Core Static Job
Promise Security
Employer -I Stable role N>
Commitment | g m m definitions .’
Employee r®  Competent Q
Commitment 5_’ execution
Valued Routine execution
Capabilities & efficiency

\E

Al-Augmented Contract

Mutual Investment
in Adaptability

Transparent disruption
& substantial reskilling

Continuous learning
& flexibility

e
|

Distinctly Human
Capabilities AF
(Complex judgment, ethical

reasoning, connection)

®

£

tech—generate the most intense negative responses (Dang & Liu, 2025).

Psychological contract violations—promising traditional stability then deploying displacing J
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Cultivating continuous
learning cultures

Structural ’
Elements

Time allocation
(e.g., protected time
for capability
development, like
Google's 20% model).

Leadership
storytelling (sharing
learning journeys and
failures) and
psychological safety
for experimentation.

Data Validation:
Organizations with strong
learning cultures extract

substantially greater value
from Al investments
(Chowdhury et al., 2022).

Peer learning,
communities of
practice, and
teaching
opportunities.
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The dual-edge sword is balanced
by human design

The organizational Al Treat employee
revolution is inevitable. wellbeing as intrinsic
We face a choice between to, rather than
creating environments separate from,
where technology and technological
humanity flourish performance.

together, or deploying
sophisticated tools in
psychologically
impoverished
workplaces.
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