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Asilent decoupling is replacing the traditional technological layoff

The Macro Mystery

Corporate earnings calls reveal a new formulation:
growing revenue without growing headcount.
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Output / Al Productivity <

Headcount / Hiring Ratios

High

The Macro Mystery The Mechanism

Corporate earnings calls reveal a new Organizations shrink through passive
formulation: growing revenue without attrition and hiring freezes, not structural
growing headcount. restructuring announcements.
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Overt Mass Layoffs

The Result

A quiet, accelerating decoupling of
economic growth from employment
growth in knowledge-intensive sectors.
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Technical Capability

What frontier models can do,
regardless of compute costs.
Generates headlines.

Economic Cost-Parity

When a system matches human
output quality at equal or lower cost
than a median human worker.
Generates displacement.

The Baseline Impact

If Al reaches 70th percentile cost-parity
on Written Expression, 70% of
professional writers can be matched in
output quality for equal or less capital.
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‘Labor markets react to economic cost-parity, not technical capability |
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2020: 16% Parity

The Data Source

Empirical assessment of Al against the U.S.

Department of Labor’s 87 foundational
skills (van Vugt, 2026).
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‘The expanding frontier across 87 standardized occupational skills

2023: Early Expansion

The Acceleration

Between 2020 and 2023, cost-parity
advanced 7.1 percentile points per year. By
2025, that accelerated to 8.4 points per year.
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2025: 62% Parity

The Reality

Al delivers median human performance or
better at competitive cost across nearly
two-thirds of the building blocks of work.
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Why the historical ‘Lump of Labor’ refutations no longer apply

Previous technologies were tools that amplified narrow human capabilities. Al is a general-purpose
capability amplifier advancing across the entire skill taxonomy simultaneously.

Historical Automation (1810s-2010s) Al General Capability (2020s+)
| I

Narrow Broad

Scope (Targeted specific tasks) (Simultaneous advance across domains)

Displacement Overt Silent
Style (Factory closures, mass layoffs) (Hiring deceleration, Jevons decoupling)

Baseline Viability = Average is employable Collapse of mediocrity

Worker Mobility | Open Escape Routes Blocked Escape Routes

The Reality: Al delivers median human performance or better at competitive cost across nearly
two-thirds of the building blocks of work, fundamentally shifting the labor market dynamic.
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The simultaneous closing of historical economic escape routes

Data Analysis

Quantitative Reasoning
at 76th Percentile Parity

Marketing QO Displaced
(Writing Skills) (\ Paralegal

Writing at 83rd
Percentile Parity

Skill Transferability Fails Domain Switching Fails

You cannot move laterally when the underlying foundational You cannot switch to adjacent domains when the Al is
skill is under cost-pressure everywhere at once. advancing across all cognitive domains simultaneously.
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The zero-layoff restructuring playbook is already active

The Common Thread: Substitution during natural turnover. Anthropic documents a 14% reduction
in the entry pipeline for highly Al-exposed occupations among 22-25 year olds.

4+ 13 3

Klarna (2024-2025) Duolingo (2023) JPMorgan Chase (2024)

* Output: Al handles equivalent of * Output: Cheaper translation enabled * Output: 360,000 annual hours
700 full-time agents. massive product expansion. saved on legal document review.

+ Headcount: 20% global workforce + Headcount: 10% reduction in * Headcount: Affected employees
reduction via attrition. contractor workforce. redeployed, entry cohorts shrink.

www.innovativehumancapital.com


http://www.innovativehumancapital.com

Human Capital
dﬁ%}o/o Innovationg

The collapse of mediocrity as a viable economic position

Human Skill Distribution (0th to 100th Percentile)

2025: Al outperforms on 84%
of skills. The 40th percentile
median worker is engulfed.

- -@ 2020: Al outperformed
bottom quartile on just
29% of skills.

40th Percentile 100th Percentile
Skill Percentile

www.innovativehumancapital.com

A worker at the 40th
percentile—historically
employable and stable—is
now economically
economically outmatched by
Al on the vast majority of
their required tasks.

Employers face a binary
choice: pay a steep premium
for top-percentile humans, or
accept median performance
from Al at a fraction of the
cost.
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The retraining trap: Chasing an accelerating capability frontier

The Strategy Flaw

Corporate retraining assumes the
destination role remains economically
viable.

The Data Reality

The skills organizations train workers Upskilled Job

into are often under the same impending . .

cost pressure. 8+ percentile
Automated Job points per year

The Verdict $8 capability growth

Retraining buys three to five years of
employability, not a permanent career
solution. It is a temporary band-aid, not
structural resilience.
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Triage matrix: Evaluating organizational transition strategies

O

Symbolic Gestures

O

Transitional Tactics

A

Structural Redesign

Status: Ineffective

Vague lifelong learning
mandates without funded
pathways; Al ethics training
used as a substitute for
economic security.

Status: Temporary

Siemens’ Skills Passport
program. Retraining 8,000
workers into Al operations
buys time and reallocates
opportunity, but faces hard
scale limits.

Status: Sustainable

Dropbox’s transparent 16%
restructuring acknowledging
permanent workflow
changes; Designing roles
exclusively around human
differentiation.
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Pillar I: Redefine value creation around irreducibly human contributions

Trust & Accountability Authentic Connection Case Study:
(High-stakes decisions) (Service reciprocity) Cleveland Clinic (2024)

Restructured nursing roles to
separate highly automated
clinical tasks from patient
relationship continuity.

Al acts as infrastructure;
human labor is reserved for

Creative Deviation Ethical Judgment contexts where humanity
(Breaking patterns) (Adjudicating conflicts) itself is the product.
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Pillar II: Distributed governance to manage the pace of transition

Historical transitions were manageable because institutional power negotiated the pace
of adoption, sharing productivity gains and spreading displacement over decades.

Emerging Models:

Writers Guild of America (WGA)
Contractually framing Alas a
human-controlled tool, mandating ™
disclosure, and protecting
minimum team sizes.

Capital
Efficiency

Co-determination _ | Technological Worker ., Mondragon Cooperative
Board-level worker Adoption Transition Worker-shareholder models
representation leading to that redeploy displaced labor
gradual automation with across divisions rather than
lower displacement costs. terminating employment.
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Pillar III: Scaled social insurance
for persistent joblessness

The Macro Indicator

U.S. labor share of GDP declined from

64% in 2000 to 57% in 2024. If Al saturates
cognitive and physical domains,

the market-clearing wage for average
human skills will fall below subsistence.

Universal
Basic Income

Unconditional cash [« ‘ Public-sector employment |

L transfers decoupling \ in underprovided

8 survival from work. #l=—|/ human-centric services. \,

Wage Subsidies

Massive expansion of
mechanisms totop
up sub-subsistence

market wages.

VA
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The required architecture for a post-parity economy

Organizations cannot
redesign human roles

if workers lack the
governance power to
negotiate the change.

Micro:
Organizational
Redesign

Y Sustainable ‘
Transition L/

Mac_ro: ' Me_:so:
Social Distributed
Insurance Governance
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Governance cannot
protect workers
indefinitely without an
economic safety net
as the baseline value
of routine labor drops
to zero.



http://www.innovativehumancapital.com

Human Capital
Wlnnovationg

The burden of proof has shifted to the optimists

For 200 years, skeptics of technological Invoking the Lump of Labor Fallacy is no The Mandate

unemployment bore the burden of longer an argument-ender. The fallacy The data suggests “somewhere else" is
proving why “this time is different.” Van held because there was always disappearing. Organizations must build
Vugt's mapping proves that the historical ~ somewhere else to go. the policy and structural architecture
mechanisms preventing permanent now, before the economic logic fully
displacement are actively breaking down. materializes.

www.innovativehumancapital.com


http://www.innovativehumancapital.com

