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The Prism of
Sensemaking

Governing the Psychological
and Managerial Dynamics of
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A
The generative Al transition is bounded
by psychology, not technology.

High-Trust Culture:
Empowerment & Augmentation

The Managerial ~ / \
Environment / \
The Raw Beam: Generative Al

Generative Al provides documented productivity gains.
Yet aggregate labor market effects remain modest,
and firm-level outcomes are highly divergent.

Low-Trust Culture:
Displacement Fear & Burnout

When the raw beam of Al technology hits an organization, the managerial environment
acts as a prism. In low-trust cultures, it scatters into displacement fear and burnout. In
high-trust cultures, it focuses into empowerment and augmentation.
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The paradox of Al exposure:
familiarity breeds anxiety.
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3-4%

Baseline concern 3-4%
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Frequent Users
(Daily/Weekly)

~

.

Twice the
baseline rate (1.3
to 6.7 percentage
point gap)

Data: Gallup Workforce Panel (2023-2026)
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Contrary to the
“experiential learning”
theory, greater Al
exposure does not
mechanically
reassure workers.
Direct experience
generates sustained
interpretive ambiguity.
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The automation-augmentation fork creates
a persistent interpretive crisis

Substitution View | | | Augmentation View

My communication skills are < = — 77| 1am freed from routine drafting

: Al drafts a complex : :
obsolete. | am being replaced. e alin D ot onds to focus on relationship strategy

Substitution View Augmentation View

@0
LfCOg

Management sees | am
error-prone

| have a powerful co-pilot

Al identifies a flaw to bulletproof my work.

in a project plan

Generative Al contains both automation and augmentation simultaneously.
The technology cannot answer which one it is. The organization must.
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Unmanaged displacement fear triggers
an organizational doom loop

Interpretive >

1 Fear of

Ambiguity 2 Replacement

Al introduces sudden Worker assumes substitution
capability leaps over augmentation

/ \

5 Organizational 3 Defensive
Strain The Doom Loop Behaviors

Increased stress, Algorithm aversion, hoarding
disengagement tacit knowledge, hiding Al errors

4 Degraded
Outcomes

Poor AI ROI, lack of
skill development
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Turnover Intent:
+4.2 percentage points
(a 58% increase relative
to baseline)

[ i

Burnout:
+0.19 standard deviations
(shifting from “sometimes”

to “often”)

Engagement: -0.19
standard deviations (major
drop in discretionary effort)

/

&

Source: Makridis 2026
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High-quality management acts as
a structural shock absorber.
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The Buffer Effect

Low-Quality
Environments

The 9-
<— Percentage-Point

Buffer Zone

High-Quality
Environments

Al Use Frequency
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A one-standard-deviation
increase in workplace
quality associates with
13-24% lower odds of
reporting displacement risk.

High-wellbeing
environments absorb the
shock of technological
change.
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Human Capital
Innovations

Five evidence-based pillars
shift the organizational prism

1. Transparent Sensegiving

2. Psychological Safety & Procedural Justice

/ 4. Connectedness to Culture & Mission \

/ 5. Feedback & Skill-Building Pathways \
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Framing intent and securing

psychological safety. ‘
| The Mechanism ~ The Real-World Play | 5

Microsoft & Accenture

Pillar 1: Defining purpose and role Pairing ‘art of the possible’ role-specific sessions
Senseaivin evolution actively. with Copilot labs. Establishing firmwide
ALY (Weick, 1995) ‘people and organization’ workstreams parallel
to tech deployments.

: Enabling learning behaviors p
Pillar 2: (admitti%g confugsion, surfacing Al blishing cross-functional ‘Al councils’ with

Psychological hallucinations) without fear of frontline workers. Utilizing ‘sandbox’ pilots where

Safety retribution. (Edmondson, 1999) workers have explicit opt-in/opt-out rights based
on workflow degradation.
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Anchoring disruption in organizational
wellbeing and cultural mission

The Individual Anchor The Collective Anchor
(Respect & WeIIbelng)/ (Culture & Mission)

Concept Concept

Workers interpret Al through the lens of how they are Shared fate reduces threat perception. Connected
treated. High respect ratings correlate to a 6.6pp drop workers interpret Al as a tool for the mission, not a
in displacement fear. replacement for the human.

Execution: Unilever & Salesforce Execution: Patagonia & Mayo Clinic

Expanding Wellbeing Frameworks to include mental Framing Al supply-chain tools as vital for the
health resources for Al stress. Issuing explicit no-layoff environmental mission (reducing waste). Framing
commitments for workers who complete Al reskilling. diagnostic Al as a way to return clinicians to
patient-centered, relationship-based care.
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Replacing anxiety with explicit
skill-building pathways I e

complementary capabilities.

Peer Mentorship:
Formalizing peer-

Sandbox Practice:
Low-stakes environments
where Al errors are expected
= and analyzed.

Role-Specific Specificity: : Case Studies: AT&T & Amazon
Move past generic Al lectures

to exact workfiow alterations. Investing over $1billion in ‘Workforce 2020’ and

A 2 ‘Upskilling 2025.” Providing fully funded training,
g = explicit career pathways from legacy roles, and

L \ preferential internal hiring for newly skilled

workers.
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The psychological contract requires
a fundamental recalibration.

Dimension Traditional Al-Augmented

Job security in a specific, Long-term employability angljf

(e CoieEioms static role. portable skills.

Transactional (effort for pay). Reciprocal Investment (adaptation

B s e Exeachido requires funded reskilling).

Opaque restructuring decisions. Transparent mapping of declining

Change Communication A !
vs. emerging skills.

Infosys “Learner’s Passport”: Providing portable records
of digital skills, funded training, and clear internal
advancement pathways for emerging tech.

www.innovativehumancapital.com


http://www.innovativehumancapital.com

Human Capital
dﬁ%}o/o Innovationg

Al governance must move from top-down mandates

to distributed sensemaking.
Top-Down Mandate

Executive authority .

Al Mandate

-
>

A"

Passive Resistance
& Fear

Frontline

Distributed Sensemaking

Evaluates

Cross-Functional and refines
Al Council
(Workers, HR, Tech)

S\

A

Iterative
Rollout

7 Deploys
calibrated tools
back to the
frontline.

Feeds real-world

workflow data into ‘
~ Frontlir
Sand

Deloitte’s “Al Dojo"” model utilizes temporary, cross-functional teams to pilot tools.
Real-time frontline feedback prevents large-scale implementation errors.
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Redefining competence elevates human
judgment above task execution.

Corporate Evidence

The Residual Job:

Automated Task Execution _~— Ciritical Evaluation &

Ethical Reasoning Pixar

o ————

~ Reserving creative decision-making
Relationship Building for artists while automating routine

/ﬁ & Trust rendering. Al is framed as a
“creativity enabler” removing

[ g _ TheElevated Job: technical barriers.
/| Distinctively Human
\ Contributions

Contextual Cleveland Clinic

exception handling

Framing Al diagnostics strictly as
data inputs (like lab results),
preserving the clinician's role as the
ultimate integrator and patient
relationship manager.

Novel Creative
Synthesis

www.innovativehumancapital.com


http://www.innovativehumancapital.com

Human Capital
dﬁ%}o/o Innovatlong

Management quality is not the environment—
it is the adoption technology itself.

The Organizational Al Resilience Flywheel

Transparent Sensegiving

: : Psychological Safety
(Builds operational trust) &

(Enables risk-taking
and experimentation)

Accelerated,
Safe Al ROI

Redefined

Meaningful Work —=-5 0 Honest Al Feedback
(Allgn_s new processes ) ! (Surfaces hidden errors
with human value) e - . and workflow realities)

Reducing displacement fear is not a one-off HR initiative. It is a continuous operational capability
that ensures the organization actually captures the promised value of generative Al.
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The ultimate competitive advantage in technical
deployment is human-centric governance.

The generative Al transition is not an exception to prior waves of technological change.
Managers mediate the fear of displacement through concrete, measurable practices.
Organizations that invest in this managerial infrastructure will reap not only the immediate
productivity gains of Al, but the sustained adaptability required for whatever comes next.
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