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The Great Al Paradox: Saved Time vs. Intensified Work

The Promise

The Reality
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The Time Dividend is real, but thin.

2.2% to 2.8% of work hours saved on average (St. Louis Fed / Danish
Administrative Data).

The Reabsorption Effect.

« 85% of knowledge workers report doing more work than a year ago.

¢ 51% spend more time on strategy, 50% on creative, 49% on administrative
tasks (Jabra).

¢ 40% of leaders expect more output from the same headcount (Workday).

The minutes Al frees up are reabsorbed into the job almost as soon as they appear. I
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Defining the Net Time Dividend
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é 77% of Al-using employees
'S say the tool has added to
their workload (Upwork).
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\ & 5 ‘ 77% of Al-using employees

say the tool has added to

their workload (Upwork).
Gross Time Saved The Al Offset The Net Time Dividend
(Drafting emails, summarizing meetings, (Prompting, fact-checking, fixing errors,
boilerplate code) coordinating, learning tools)

The actual yield is much smaller than the gross hype. When organizations fail to measure
the Net Dividend, they budget for capacity that doesn't exist.

Human Capital
dﬁ%}o/) Innovationg



1. Pre-Booked Leader Expectations

96% of C-suite leaders expect Al to increase
productivity, baking these gains into flat

[y

headcounts before savings are verified.
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/ cl —l_2. Task Expansion (The Rebound Effect)_|—
/ Al makes unfamiliar tasks feel achievable.
Employees stretch their scope voluntarily, doing

work that previously belonged to other roles. —I—
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—I—S. Boundary Collapse

Frictionless task continuation creates the \
Infinite Workday. Interruptions occur every
2 minutes during core hours, with a 16% YoY
_'_rise in post-8 p.m. meetings.

The Trap is an implicit bargain. Time is captured by volume, not allocated by design. |
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The Toll of the Trap: Speed at the Expense of Capability

Organizational Risk (The Quality Drop) Individual Risk (The Autonomy Paradox)
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Capturing the dividend purely for volume erodes Short bursts of Al-assisted work feel energizing, but
customer trust and adaptive capacity. constant parallel processing prevents psychological
— ‘ detachment.
{ Case Brief: Klarna replaced 700 human agents with o _
an Al assistant for estimated cost savings. A year ¢ « 71% of full-time employees report burnout.
later, citing quality drops, they reversed course and & » 47% do not know how to achieve the productivity
resumed hiring human agents. il gains their employers expect (Upwork).
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The Paradigm Shift

Old Model: Time as a Cost-Saving

O =B ; -
(Default Capture) = (Deliberate Reinvestment)
Leads to invisible work intensification, ‘ — = Leads to engineered capability, measured
scope creep, and degraded quality. , gl! Holl= recovery, and sustainable speed.
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New Model: Time as a Strategic Asset

ROUTING

4

Organizational choices do.

+
Technology does not decide how its benefits are distributed.
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mplicit Capture vs. Explicit Governance

Category

The Trap

The Blueprint

Performance Targets

Raised implicitly based on
software vendor hype.

Raised explicitly only after
net gains are & behaviorally
verified.

Frozen; expectation that Al

Strategic redeployment

Headcount Strategy will seamlessly fill the gap. of freed ‘ca'p.aCIty to high-
value priorities.
The Autonomy Paradox—Al Trust and Reciprocity—
empowers tasks but erodes Structured detachment
Employee Psychology

boundaries, leading to

constant parallel processing.

allows for true
psychological recovery.
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Response 1: Make the Dividend Visible

Stop budgeting against self-reported vendor surveys. Measure the net, not the gross.

Verified
Savings

'1 . Behavioral System Logs

Use exact system telemetry (EHR logs,

ticket data) to find actual time saved,
not estimated enthusiasm.

2. Time-Use Sampling

Use periodic pulse surveys asking
specifically where the recovered time was

reallocated (new tasks? learning? breaks?).

Enhanced
Quality

/
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3. Quality Outcomes

Track error rates and escalations
alongside speed metrics.
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Case Evidence: The 5-System Clinical Scribe Study

Using objective EHR audit logs (not self-reports), researchers proved a modest, verified 16-minute
savings per 8-hour shift—replacing subjective hype with actionable baseline data.
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Response 2: Agree Explicit
Reinvestment Rules

Silence is not neutral. Announce a default division of verified time savings.

| L
A | | | | i
Output / Growth Process Improvement Structured Learning Recovery
Raising targets based on Re-engineering broken Mapping the Al frontier. Genuine psychological
verified efficiency. workflows. detachment.

Case Evidence: JPMorgan Chase

Verified 10-20% coding time savings from Al were deliberately not used to cut headcount. Instead, leadership
publicly committed to redeploying engineers to higher-value Al and data work, harnessing reciprocity instead of fear.
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Response 3: Convert Time into Recovery
4, Protect Detachment: Hard

Reduced-hours trials prove that converting efficiency limits on after-hours messaging
directly into time off improves wellbeing without to prevent rebound.

performance loss—if work is redesigned first. ‘ e

3. Implement Coverage Models:
Rotating schedules to maintain
customer SLAs.

2. Institute Meeting Discipline: I

Shorten and cap meetings
(the easiest early win).

1. Target Al-Absorbable Tasks: ‘

Earmark specific

administrative savings.

EEE

Case Evidence: South Cambridgeshire District Council
Instituted a 32-hour week. Result: 39% drop in turnover, 11 of 24 performance metrics improved, yielding £371,500 in annual savings.
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Response 4: Reinvest in Learning & Judgment
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execution (+25% speed).

The Jagged Edge

The zone where Al

Inside the Boundary
Fast, accurate AI-assisted

introduces confident errors.

The Research:

The BCG experiment showed
a19% drop in correctness
when tasks fell just outside
Al’s capabilities.

The Prescription:

The time dividend must be
spent on structured practice.
Without protected calendar
time to share failures and map
this frontier, the organization
trades future judgment for
immediate volume.
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Response 5: Redesign the Rhythm of Work

The Infinite Workday

Unstructured Al use breeds continuous switching,
boundary erosion, and cognitive depletion.

Engineered Rhythms
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« Targeted Relief: Deploy Al against the most
draining tasks first.

- Intentional Pauses: Forced reflection points before
major Al-assisted decisions.

« Focus Windows: Batching Al-generated updates
rather than allowing continuous streams.

Case Evidence: Permanente Medical Group

By deploying Al scribes specifically to absorb the most depleting work (documentation), they saved 16,000 hours.
The result was not just speed, but an 82% physician satisfaction rate and more face-to-face patient time.
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The Time Governance
System

The 5 responses are not

a menu of HR perks. They
form an interconnected
operating system for
sustainable Al deployment.
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Distributing Stewardship:

Sustainable Performance Norms A E=N
Leaders: Strategic Allocation =y . Q-
* Model physical boundaries (no after-hours Al pings). "N
» Assign formal ownership of the Time Dividend to an | \@
executive committee. / y ¥ \\T
.

* Equipe “Time Allocation
to! Al accomplished , but
where the saved time went.

_* Set explicit SLA response times
to prevent availability creep.

Teams: Tactical Retrospectives

* Conduct “Time Allocation Retrospectives”"—ask
not just what Al accomplished, but where the
saved time went.

QR

Individuals: Boundary Defense » Equip individuals with frameworks to

recognize personal scope-creep.
* Identify when parallel-processing fatigue
begins to degrade decision quality.




Govern Time Like Capltal

The rebound effect is inevitable
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unless actively managed. Technology il | ~

does not decide how its benefits are “ad NP | /;‘? 5
distributed. | o F - o<
, / aw=\ \3%

X 7 \ ,’ A

< WY !

- | > / 0 1
/ | '."_‘ \. S (£ \\ ] & \E\

I \ = I % - l

S - ,i\f |

» ’\\ S I

The most valuable returns on Al’s time savings will not come from blind volume.
They will come from deliberate investments in human capability. Ensure you are
building an organization that can sustain the future it is accelerating toward.
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