Human Capital
Innovations

ell‘:ﬁlu TTT]1 T T :\‘I‘T‘H"\H\.i:\J\IH\:HI@.‘\‘![T. H]Tﬂ ‘IJ\IJT]7>

UNDER-UTILIZATION OPTIMAL INTEGRATION POINT OVER-RELIANCE

o

Navigating the Al Calibration Curve

Evidence-based strategies for sustainable human-AI integration in the modern workforce.
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Early adoption metrics create a powerful
illusion that volume equals value.

' 15-20% | 7

US workers regularly O

using Al chatbots .
The Strategic Trap

~40% These unprecedented initial gains
FLStar tASK EOTBISHORTOR lead organizations to a false
knowledge workers conclusion: that maximizing Al
adoption automatically

~-| 8% maximizes organizational value. The
reality is far more complex.

Improvement in output
ratings for writing tasks
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Familiarity does not breed uncritical reliance; it triggers downward calibration.

Expected Habituation

(UncriticaliAdoption) The Reality of Exposure

Without intervention, users
naturally scale back their
willingness to delegate tasks
and disclose information as
they encounter Al

Actual Calibration limitations and errors.
(Downward Adjustment)
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Data: Longitudinal study of 1,008 U.S. adults.

The goal is not to force the curve back to peak hype, but to stabilize it at the correct calibration point for each specific workflow.
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Al reliance operates across two distinct behavioral dimensions.

o ll[o

Delegation (Functional) Disclosure (Relational)

» Definition: Transferring responsibility for » Definition: Sharing personal, proprietary,
task execution. or sensitive information.

» Driver: Perceived technical competence » Driver: Trust, psychological safety, and
and reliability. anthropomorphic perceptions.

* Core Risk: Automation bias and human - Core Risk: Privacy breaches and
skill atrophy. unauthorized data retention.

« Management Fix: Technical training and » Management Fix: Structural privacy
human-in-the-loop workflows. design and explicit data governance.
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Outsourcing complex cognitive tasks creates a hidden organizational debt.

Tacit Knowledge &
Critical Judgment

Expertise development,
Short-Term : nuanced evaluation, novel

Efficiency Gains [ B problem-solving
Faster drafting, rapid

summarization, high-
volume output

Just as GPS navigation slowly eroded human spatial cognition, uncritical delegation to Al threatens to atrophy the
critical thinking and problem-solving skills required when novel, ambiguous situations arise that AI cannot handle.
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Surviving the calibration curve requires
a fundamental strategic shift.

7

FROM:

Maximizing Volume & Usage ; Optlmlzmg Collaboration Quality

FROM:

One-Time Technical Training > Contmuous Judgment Capability

FROM:
Blanket Corporate Policies ; Task—Spec1ﬁc Risk-Based Governance
J

S
FROM:

Blind Algorithmic Trust ; Callbrated Human Skepticism
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Pillar 1: Cultivate calibrated trust through radical
transparency about limitations.

The Trust Dial

Calibrated Trust
(Safe Zone)

Under-Trust
(Missed Efficiency)

/
Playbook Application: The Failure Showcase

Case Study: Microsoft Copilot Integration

Action: Following rollouts, Microsoft did not just demo
successes. They implemented transparent internal
documentation identifying exactly where Al systems fail.

Intervention: Regular “failure showcases” actively

Over-Trust highlight common hallucinations, error types, and
(Automation Bias) inappropriate use cases. This manually calibrates worker
expectations downward from blind hype into the safe,
active monitoring zone.

o 4

The goal is to establish a balanced human-AI partnership where
trust is earned through demonstrated reliability, not assumed.
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Pillar 2: Top-down Al mandates fail; successful integration
requires participatory design.

1. Pre-
Implementation
Pilot
Frontline collaborative
assessment.

4. Governance e 2. Frontline
Feedback Participatory | Configuration

Adjusting rules based Loop Customizing prompts
on real-world friction. to exact workflows. o)

Case Study: Unilever’s Al Councils

3. Output By establishing cross-functional councils
Review where frontline marketing professionals—not
Collaborative just IT—dictated use cases and brand-voice
evaluation of Al vs. guardrails, adoption rates exceeded 75%
Human output. while maintaining appropriate skepticism.
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Pillar 3: Redefine training: build critical judgment muscles,
not just clicking mechanics

Level 1: Technical Mechanics

Prompt engineering, system navigation.
(Baseline requirement)

1

Level 2: Output Evaluation

Detecting hallucinations, assessing
soundness, comparing human vs. Al drafts.
(Core differentiator)

Level 3: Meta-cognitive
Awareness
\ Reflexive awareness of knowing
when human judgment
| must override technical
feasibility. (Strategic
advantage)

www.innovativehumancapital.com

Case Study: Deloitte's
Tiered Capability

Multi-tiered, role-specific training
ensures judgment is retained.

- Entry-level staff: Focus on Al for
research with heavy senior
oversight.

- Senior consultants: Trained to
guide Al for complex analysis while
retaining ultimate critical
evaluation and accountability.
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Pillar 4: Implement task-specific governance using a
strict risk-tier framework.

Case Study: The JPMorgan Chase Governance Model

Tier 1: Automated Use Cases: Routine data Governance Rule: Unsupervised

4 . : . Al use permitted with periodic
(Low Risk) extraction, basic formatting. monthly spot checks.

Tier 2: Assisted Use Cases: Draft generation, Governance Rule: Al acts as co-
M d'. Risk code writing, internal pilot; Mandatory Human-in-the-
(Medium Risk) summaries. Loop review for all outputs.

Use Cases: Fiduciary decisions, = Governance Rule: Strictly human-
sensitive HR matters, legal led. Al delegation explicitly
advice. blocked.
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Pillar 5: Users underestimate disclosure risks;
systems must protect privacy by default.

Case Study: IBM'’s Default
Protections

Processed strictly on

Path A: Local ) device. PII . _
( Processing cip oyee cevice. * Action: Al assistants process

remains secure.

1 most queries locally. If server
No central logging.

processing is required, an auto-
deletion trigger fires strictly
after 7 days unless explicitly
opted-in by the user.

(Preferred)

Employee Al
Prompt

L Path B: Server | Identifying metadata is Empowerment: Employees
Processing automatically stripped access a personal privacy

(Guarded) before cloud processing. dashboard to audit exactly
what behavioral data the AI

has retained.
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Preserve the “human muscle” through deliberate,
unassisted rotational work.

Intervention 1: Rotational Exposure

Al-Assisted
Delivery

Human-Led Al delegation rights should be restricted based on tenure. Junior
Rotational staff are restricted from heavily automating baseline tasks until
Exposure they can prove they have developed the foundational expertise

required to effectively evaluate the AI’s output.

Just as commercial pilots must periodically fly manually to
maintain their licenses despite advanced autopilot, organizations
must enforce periods of task execution without Al assistance. This
preserves critical cognitive capabilities for when systems fail.

Intervention 2: Differentiated Delegation
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Static training is obsolete; build continuous
organizational memory.

{

Communities of Practice

Cross-functional digital forums
where employees actively share
edge-case Al experiences,

transcending top-down IT memos.

Organizational
Memory

)

Dynamic Pattern Libraries

Centrally maintained, searchable
repositories of successful prompts,
verified use cases, and documented
failure modes.

Bidirectional Feedback

Governance and capability updates
pushed out monthly, driven directly
by the friction and successes
reported by frontline nodes.
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The Sustainable Al Blueprint:
A Unified Organizational Architecture.

Calibrated Trust

(Transparency & Expectation Management)

A —

\ ;
Participatory - — Capability
Implementation = y Building
(Frontline Councils) H (Judgment Training)
High-quality, sustainable :
1 ®®\® 1 | Human-Al Collaborative 1t 1 @‘% I @ |
X A€ Workflows resistant to -

2]

S

skill atrophy.

& I

Risk-Based Governance 'k_ﬂ__ Privacy-Protective Design
(Tiered Tasks) e ’ I (Data Shields)

3
L 1
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Executive Mandate: Immediate Next Steps for
Sustainable Integration.

3 Core Truths to Internalize 4 Actions for Tomorrow

1. Calibration is the goal, not [J Audit Tasks: Map existing workflows into
: itioal habi e a 3-tier risk framework (Automated,
uncritical habituation. Assisted, Prohibited).

. Critical judgment is [] Launch a Failure Showcase: Destigmatize
fundamentally more valuable Al errors to immediately calibrate user

2 : expectations.
than technical prompting. [] Update Defaults: Ensure internal systems

Blanket Al policies fail: task- default to local processing and aggressive
. ’

iff l auto-deletion.
SPECIIIC governance scales. g o
p =8 [ Form Councils: Transition Al governance

from IT-only to cross-functional frontline
committees.
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