r The Dlsplacement
SCRIEEE Shadow

low the antlclpatlon of Al replacement sﬂently erodes workplace
onduct—and the architectural blueprmt for rebu1ldmg commitment.
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HOW MANY JOBS
WILL Al ELIMINATE?

The mainstream fixation on forecasts, timelines,
and theoretical economic displacement.

/

" How is the anticipation of Al changing

employee behavior today?

A

" THE DISPLACEMENT SHADOW:L

IS ALREADY HERE. -

The primary threat is not employee
anxiety. It is the silent erosion of the
moral self-regulation that keeps
everyday workplace conduct, safety,

and effort on track. =,
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THE SCALEUF WO R[—{_Y e “THE HEAVY USER PARADOX

B 0 of U.S. workers worry about_|
Al in the workplace
0 (Pew Research, 2025)

I

— believe Al expect Al to
e B I__ , __I makes their open new career
: W current skills opportunities
of emplo;tees L AI-adoptced less valuable (Workday, 2026)
organizations expect their
- 0 own job elimination within 5 '
|_ years (Gallup, 2026) _, , : ;

Employees are not simply resisting Al. They are actively utilizing the technology

‘ ‘ while internally mourning the obsolescence of their own expertise.




THE ANATOMY OF INSECURITY

The Core Fear

The Reality

The False Cure

Cognitive Job Insecurity

Will I lose my current job?

A localized threat to
current employment
continuity.

Your role here is
safe for now.

Affective Job Insecurity

I am constantly anxious
about cuts.

The psychological and
emotional toll of
uncertainty.

Generic corporate
wellness programs.

[_Occupation Insecurity
(The Al Era)

Is my entire
profession dying?

A threat to the total value

of a career’s worth of built

skills. Changing employers
offers zero protection.

Just switch companies
| or departments.

Takeaway: Reassuring an employee that their job is safe does

nothing to cure the fear that their skills are worthless.
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THE MEGHANISM UF DEBAY

STEP I Al EXPUSURE

Heavy exposure in routine information processing (e.g., Finance, Insurance).
Over 80% of U.S. workforce tasks are exposed to LLMs.
1

=

—

k@

Q : l Qw
STEP 2: 0CCUPATION |NSECUR|TY) y

The realization: My expertise is
becoming obsolete.
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STEP 3: MORAL DISENGAGEMENT

The cognitive slip: The company is
replacing me anyway, so why should
I care? Everyone is cutting corners.

\\— ¢ ﬁ—)) |‘
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STEP 4: COUNTERPRODUCTIVE WORK BEHAVIOR

The organizational result: Voluntary behaviors
that harm the organization—lateness, resource
U— misuse, incivility, and time-wasting.

—.
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THE 4-QUADRANT ORGANIZATIONAL FALLOU

. EVERYDAY CONDUCT & EFFORT

Erosion of discretionary effort.
Subtle time-wasting and a shift
toward doing the bare minimum
as organizational commitment
vanishes.

2. SAFETY RISKS

Loss of safety motivation and
compliance. Highly dangerous
for safety-sensitive industries,
where insecurity directly

precedes accidents.

1

3. INNOVATION SABOTAGE

Focus shifts entirely to visible
output. Employees hide discoveries
about how Al can improve
workflows out of self-preservation.

| |
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4. THE TALENT DRAIN

The most capable employees
leave first. 46% of workers
worried about Al obsolescence
plan to quit within a year.




1. TRANSPARENT ROADMARS

- The way organizations manage the anticipation of \
' Al-driven change is itself a determinant of performance. |
| L. . i
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PILLAR 1: TRANSPARENT, CREDIBLE Al ROADMAPS

;/ THE TACTICS CHECKLIST:  [[] Role-level clarity [ ] Honest uncertainty (we don’t know yet) [ Explicit decision rules \

i INVESTOR MESSAGING VS. INTERNAL REALITY |

| ONE CONSISTENT STORY
IBM (2023): CEO publicly predicts 30% of - Walmart (2025): Acknowledged Al will
back-office roles replaced by Al over 5 years. change essentially every job but explicitly
Causes internal panic; spokespeople forced ‘ paired this reality with a commitment to a
to clarify there is no blanket hiring pause. flat global headcount and massive skills
| investments.
Duolingo (2025): Al-first memo sparks Shopify (2025): Clear decision rules: Teams

massive layoff rumors, requiring the CEO to
backtrack and insist full-time roles were
never targeted.

must prove they cannot use Al before
requesting new human headcount.
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PILLAR 2: REDEPLOYMENT

PATHWAYS & SKILLS INVESTMENT

f THE TACTICS CHECKLIST: |

B Redeployment before layoffs
[] Reskilling tied to real roles
. [0 Protected, paid learning time ||

REAL-WORLD SPOTLIGHT: IKEA'S CALL CENTER PIVOT

THE THREAT:

Al assistant introduced
to handle routine
customer inquiries

Ly
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THE BRIDGE:

IKEA retrains 8,500
call center workers

| THE DESTINATION:

Workers redeployed
as remote interior
design advisors

| THE RESULT:

Preserved workforce
:>> security while creating

a massive new remote
| revenue channel

=




PILLAR 3: FAIR PROCESS WHEN ROLES CHANGE

s Fairness is not just severance. It is |
LI 4710744410749 4/7/ 744777, the respectfulness of the process.
Surviving employees watch how

THE TACTIC departing colleagues are treated to

CHECKLIST: . calculate their own future loyalty. —l

M Clear criteria ’ ke il g M

[ Advance notice | | ; < .

[ Dignified delivery ; .
| | 1 e - ; T T F } :

... || || Dropbox (2023): Accenture (2025):
[ Generous transition ||| | bhoshzs) (2025)
support ‘ || 16% workforce cut framed honestly Exited 11,000 staff specifically
- around Al shifts, paired with -+ | |+ because their skills could not be =
0 e minimum 16 weeks severance, plus updated via reskilling, egtab!ishing
a Lk e e tenure bonuses and dedicated harsh but transparent criteria for
1 : career coaching. who stays and who goes.
N — i 7} Y. — = — } — | — XN
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PILLAR 4: WORKER
VOICE & CO-DESIGN

THE TACTICS CHECKLIST:

M Early involvement
M Co-designed guardrails
M Pilot feedback loops

FRONTLINE
WORKER
REALITY

Consultation is not
influence. Insecurity is
heightened by
powerlessness.

THE MISSTEP: KLARNA (2024-25)

| Al replaces 700 customer service staff based purely on cost. By

2025, quality drops force the company to reverse course and rehire

human agents—a failure frontline voice could have prevented.

THE STANDARD: WGA & MICROSOFT

Writers Guild of America secures binding guardrails on Al source
material. Microsoft partners with AFL-CIO to bake worker
perspectives directly into Al development before deployment.

A
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PILLAR 5: ETHICAL CLIMATE & ACCOUNTABILITY
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THE TACTICS CHECKLIST:

™ Relationship-focused managers
™ Directly naming rationalizations
M Reinforcing safety climates

DEIINIINNRINNNNNN
) \

CRITICAL WARNING: Support without clear standards
is read as permission for bad behavior. High manager
empathy MUST be paired with strict, consistently

enforced conduct and safety expectations.
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ZERODHA: CEO frames Al adoption as a moral
[+ commitment, publicly vowing zero tech-related firings to -
preserve ethical trust.

1

SALESFORCE: CEO downpiays white-collar Al layoffs,

[+ then cuts 4,000 support roles months later—shattering the

relational foundation required to prevent moral disengagement.
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Exchange: Loyalty & Compliance 4 ! Al-Era Contract X :
1 " inexchange for Stable, —-f Exchange: Adaptability & )
= Unchanging Employment. P Eager Al-Adoption in exchange for// ——
| A Transparent Employability, /"
Status: Irrevocably broken 4 N\ Procedural Justice,and //
. 7/ by continuous technological ~—~\ ; N\ Shared Upside. !
77 | disruption. IR, SRR :
' \ - j y: DRORNCNORSS “
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Synthesis Insight: Organizations are asking employees to aggressively adopt the exact tools that might replace them.
This impossible ask requires an entirely new transactional foundation built on structural trust, not just a paycheck.
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THE CONTINUOUS SECURITY ENGINE

GEAR 1: MEASURE
INSECURITY A

Track insecurity as a leading,
not lagging, indicator using
validated tools like the
Occupation Insecurity Scale
(OCIS).

GEAR 2: MATCH RHETORIC
<€ WITH REALITY

2 Close the 13-Point Gap: Stop
promoting generic learning
catalogs; tie training to real
headcount.

GEAR 3: SHARE THE GAINS —>»

Reinvest the enterprise ‘ A p R

productivity dividends %\ -
generated by Al directly back 9 \\ -

into the workforce through
compensation, protected time,

or career development.




The Displacement Shadow Toolkit

Tell one consistent story: Align external investor messaging with internal employee reality.

Build real pathways: Architect redeployment avenues before defaulting to layoffs.

Make the process structurally fair: Over-index on procedural justice and dignity when cuts
are unavoidable.

Give employees systemic voice: Move past town-hall consultation into actual co-design of
Al guardrails.

Pair high empathy with strict standards: Block the path to moral disengagement by
combining relationship-building with unyielding conduct expectations.

Measure insecurity proactively: Track occupation insecurity as a leading risk indicator for
safety and retention.

Redefine the psychological contract: Explicitly trade adaptability for employability and
shared gains.

Source: The Displacement Shadow (Westover, 2026). [nexusinstitute.org/ai-workforce]




