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The aggregate employment illusion hides the true cost of Al disruption

The Headcount Margin

Aggregate employment levels
remain stable. Occupation-level
exposure suggests minimal job
loss.

The Intensive Margin

Within-occupation task
recomposition. Al substitutes
routine cognitive tasks while
complementing non-routine
tasks, radically altering the
required skill mix of continuing
jobs.

If we only measure occupation-level employment, we systematically underestimate
the massive reallocation of skills happening inside existing roles.
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The De-coring Phenomenon flattens depth and broadens reach

Deep single-domain Shallow
specialization. multi-domain
competence.

Declining

Declining average skill depth,

High average average skill depth, rising cross-category

skill importance rising cross-category (e.g., combining data
concentrated in a dispersion literacy, interpersonal judgment,

few routine categories. and systems thinking). and systems thinking).

Legacy Job Anatomy Al-Augmented Job Anatomy
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Based on a 2019-2024 analysis of 67 million job postings in China, revealing a systematic
divergence between skill share movements and within-category depth requirements.
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The restructuring burden falls heaviest on fragile organizational layers
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7 De-coring - perceived
‘ Pressure ~ employability. /

Danish registry data confirms: Higher-earning workers
adopt Generative Al at 40—-50% higher rates,
Entry-Thresholds / Baseline Education compounding inequalities even when job titles persist.
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Organizations face a binary choice in workforce restructuring

Reactive Cost Minimization Proactive Capability Building

Substitute for labor : Complement to labor
(cost-cutting). View of Al (augmenting productivity).

Headcount reduction and
throughput volume.

Skill composition and

Core Metric decision quality.

Centralized, opaque
algorithmic management.

Distributed, participatory

Governance human-in-the-loop design.

The Productivity Paradox Sustainable Innovation
(capability loss, high turnover, Outcomes (higher retention, contextual
eroded tacit knowledge). adaptation, expanded output).
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Procedural justice and transparency actively prevent capability loss

The Statutory Minimum

6-day | High Top-talent ost Post-

notice uncertainty flight organizational  Transition
memory.

T-12 :
Months The Co-Design Approach
I —— m— o ST
6-12 month Rationale Micro- Retained tacit Post-
advance signaling  transparency credentialing knowledge.  Transition

Meta-analysis: Case Study - Siemens AG: Convened Future Skills
Procedural justice explains 30-40% of taskforces with works councils to co-design mobility pathways.

variance in organizational commitment. Result: 65% of restructured employees retained in redesigned roles,
with turnover 40% lower than comparable top-down restructurings.
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Centralized algorithms fail without distributed human discretion

Centralized Al Bottleneck

Al outputs
rigid directives

Local managers
cannot adapt

dia

Distributed Al + Edge Discretion

Al Server

Al generates
probability forecasts

Local nodes overlay
tacit knowledge
(weather, port congestion,

client relations) \
Reasoned Overrides

permitted

System breaks

on edge cases. System Learns.

& Maersk hybrid model: 12% fuel-cost reductions and
18% schedule-reliability improvements.

Maersk centralized pilot: fuel dropped 3-4%,
but schedule reliability fell 5%.

Danske Bank hybrid fraud detection:
12% lower false-positives and 8% higher accuracy by allowing
branch staff to contextualize alerts.
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Legacy throughput metrics sabotage Al augmentation

The Throughput Doom Loop The Context Virtuous Cycle

Measure workers Rebalance metrics
by volume L ' toward judgment
(cases processed) N (stakeholder satisfaction,
; outcome quality)

Workter™ ol ioflly D 4 , ‘Workers utilize protected \ ;

suppress reasoried time for contextual evaluation
overrides to save time

Aloutputtaken i/ ‘ Al augments ®

blindly s . ' human expertise

Job quality degrades, Job quality and
accuracy plummets. 7 system accuracy rise.

Kaiser Permanente shifted primary-care metrics from patient volume to patient-reported outcomes.

By explicitly rewarding physicians for overriding algorithmic alerts based on clinical context, chronic-disease control rates
rose 8 points and patient satisfaction rose 12 points.
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Task unbundling requires explicit mechanisms for mission alignment

Cross-functional communities
with veto power over cost-
cost-optimal algorithms.

Connecting daily routinized
tasks to societal
beneficiaries.

Medtronic: Engineering teams developing Patagonia: Impact teams possess collective
Al-diagnostics participate in clinician shadowing and authority to override Al routing recommendations to
view patient testimonials, sustaining turnover rates preserve carbon/labor standards. Post-restructuring
30-40% below industry averages. eNPS remained in the 75th percentile.
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Sustained adaptability requires embedded, continuous learning infrastructure

The Sandbox
(Protected Experimentation Time) |

Explicitly allocating 10—15% of non-billable
time for exploratory practice.

&
~ (Embedded Peer Cohorts) '

The Community

' &
Small groups jointly troubleshooting Al tools. ,
Transfer rates rise to 40-50%. $ 4~ =® -

The Classroom
(Formal/Episodic)

3M's 15% rule protected by
dual performance tracks
covering exploratory materials.

Transfer rates average
only 10-15%.

Deloitte's Greenhouse labs pairing
consultants with technologists in
multi-day sprints yield 3x higher
skill-transfer gains.
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Recalibrating the psychological contract around employability

pioy: :
(AI-Augmented)

Promise Promise

Long-term employment \\7\\ Career adaptability and
and job security. AN transition support.
Skill Focus Skill Focus
Broad, portable, multi-domain -

Deep, firm-specific specialization. TG

Investment

Longitudinal learning accounts
and protected time.

Investment ﬁ
Employer-directed, eplsodlc@&J af
classroom training. f:‘

Success Mode
Reciprocal commitment yields higher ‘
mobility, retention, and psychological safety. v

Failure Mode
Tech disruption breaches contract,

Example: Salesforce Trailhead arantina 10% protected learnina time.
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Education systems face structural misalignment with Al demand

The 2030 Sustainable Development Agenda
(SDG 4 & SDG 8) demands inclusive, relevant
education for decent work.

Single-Track
Vocational Speclallzatlon

Curricula designed to produce
deep specialists in narrow
donrow domains fundamentally 3
misread the emerging demand.
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Portable, modular micro-credentials follow the worker

Workers acquire
competencies across
multiple domains without
committing to full degree
programs, building personalized
stacks that carry external
labor-market value.

ASU/Starbucks: Stackable degree pathways achieve IBM New Collar: Modular bootcamps and rotational

60% completion rates (vs 30-40% for traditional part- apprenticeships yield technical retention 15% higher
I time degrees) driving 10-15% higher wage growth. than traditional university-track hires.
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Building the macro-infrastructure for continuous adaptation

oA

Ffrm-Government
Cost-Sharing (Funding)

r Data: Singapore's
SkillsFuture pairs
mandatory levies
with subsidies
covering 70-90%
of training costs,
training costs,
reaching 50%
utilization with a
5-7% documented
wage premium.

-

=

Mechanism:
Levy-grant pools
distributing the
reskilling burden,
“ensuring small firms
aren't left behind.

Human Capital
Innovations

Implementation-Quality
Standards (Governance)

transparency and
human-in-the-loop

safety mandates

Insight: Causal
explanations of
algorithmic logic
actively reduce
biased human
overrides and

(e.g., EUAI Act,
GDPR Article 22).

-

.

. restore user trust. |
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The 2030 Sustainable Workforce Resilience Ecosystem

" o
‘\ | Eqmpped with broad, portable = //7 =
— micro-credentials; motivated b[)jl ) /
. purpose; continuously engage 4 s
in peer-cohort learning. —/_\ =
- s
=N

SR Finances in: individual |earn|ng accounts; enforces algorithmic
43 transparency'mandates scales national competency frameworks.

By shifting from reactive cost-cutting to capability building, \Xle align
Al adoption with SDG 4 (Quality Education) and SDG 8 (Decent Work).
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