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2000s
Offshoring

Predictions identified 25% of
US jobs as vulnerable; most
maintained healthy growth
(Blinder et al., 2009; Ozimek,
2019).
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Historical forecasting often fails to predict
true labor market resilience.

2010s
Industrial Robots

Disruptions remained highly
localized to specific
manufacturing sectors rather
than systemic (Acemoglu &
Restrepo, 2020).

2022+
Generative Al

Exhibits broad capabilities
across knowledge-based
tasks—writing, analysis, and
creative production
(Eloundou et al., 2023).

L

This briefing relies on grounded empirical frameworks combining theoretical
capability with observed deployment, rather than simple trend extrapolation.

)
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Diffusion lags capability due to systemic organizational frictions

The Deployment Friction Funnel

Theoretical Capability

e.g., 90% of office administration tasks could
be technically accelerated by an LLM

Observed ) e —of
Deployment capable tasks (Massenkoff & McCrory, 2026)
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Insight

Near-term
displacement is
more modest than
worst-case
capabilities imply
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Generative Al inverts the demographic profile of historical automation.

Historical Automation Waves The Generative Al Wave

Task Type Routine manual & clerical. Cognitive, analytical, text-based workflows.

Higher-paid, highly educated.

Wage &

Education Lower-wage, lower-education.

Individuals with graduate degrees represent 4.5% of the
unexposed group but 17% of the most exposed group.

Demographics Broad working-class demographics. Disproportionately female, white, and Asian.

Programmers, financial analysts, customer service
Factory workers, routine data entry. reps (50%-75% task coverage).

Unexposed = Cooks, healthcare aides (minimal to zero exposure).

Exposed
Occupations
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oA umen oot
Organizations are pausing hiring rather than firing incumbents.

Stable Aggregate Employment

U.S. Current Population Survey data through early
2025 shows no systematic increase in unemployment
for highly exposed occupations.

The ChatGPT Inflection Point

The Canary in the Coal Mine

A 14% drop in young workers’ (ages 22-25) monthly
job-finding rates into highly exposed occupations
relative to pre-ChatGPT baselines (Brynjolfsson et al.,
2025; Massenkoff & McCrory, 2026).

Key Insight: Firms are using Al to shoulder additional workload, quietly eroding entry-level
pipelines critical for future leadership and institutional knowledge.

L =
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Unmanaged exposure fractures organizational capacity and culture.

Emotional Labor & Precarity Eroded Institutional Knowledge

The perception of risk diminishes Displacing highly exposed workers
engagement and trust, fracturing the '\ / means losing their specialized skills
psychological contract (Hochschild, 1983). and internal social capital.

" The Exposed l
¢ Knowledge =

\ orker/
Asymmetric Adoption /\ \ Disparate Impact

Early adopters gain cost advantages, Deskilling could compress income and
pressuring laggards to accelerate status, disproportionately affecting older
displacement without proper reallocation workers and overrepresented
mechanisms. demographic groups.
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The Blueprint for Adaptive Organizational Response.

Workforce Stability & Productivity

|
1

1. Transparent 2. Procedural 3. Capability 4. Operating 5. Safety

Communication Justice Building Model Nets
Redesign
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Ambiguity breeds anxiety; transparency secures engagement.

uD[,[] Company Level: Scenano—Based PIannmg

Model multiple diffusion scenarios rather than binary Al
adoption. Signal preparedness without alarm.

| The Salesforce Model
%, Role Level: Task-Level Transparency l T Publicly articulating

: x strategy with an emphasis
Map jobs to constituent tasks. Clearly onail gy . P
2 : : gmentation over
communicate which tasks are candidates for
3 ‘ replacement.
automation vs. augmentation.

Individual Level: Leadership Visibility

Senior executives must publicly model Al tool
usage to normalize experimentation and reduce
top-down imposition (Kotter, 1996).
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Inclusive

Involve affected
employees in
task redesign
discussions and
tool piloting.

Base transition
decisions on
transparent,

task-level exposure

data (deployment
rates), not

subjective judgment.
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Procedural fairness determines the
legitimacy of technological transitions.

Provide advance
notice and phase
in tools to

allow adjustment
and learning.

Step 4:
Correctability

/

' Establish clear

grievance
mechanisms and
review boards for
adverse decisions.
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The IBM B
Model

Linking Al
adoption to
transparent,
skills-first
internal labor
markets rather
than blanket
reductions.
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Capability building must be role-specific and contextualized.

Role-Specific Al
Training : :
(e.g., teaching financial | The AT&T

analysts Al validation, e Blioatiht
not generic coding). \ o2 /'“}1' AN P

| &

The $1B Future
Contextualized Ready initiative

Mentorship & s\, ‘ On-The-Job =i Recognized combining online

: Credentialing o
Learning & Internal ; platforms, tuition

: : Certification. reimbursement,
Research confirms this

outperforms generic and career
courses - Autor, 2015. i counseling.

Apprenticeship
(pairing juniors with
seniors on Al tools).

Y
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Operating models must shift from headcount
reduction to task recombination

Routine Routine — The
analytical/text analytical/text —

tasks tasks = ' Unilever
R ' i Model

Utilizing internal
talent
marketplaces to
match
employees with
new projects as
routine tasks are
automated

Al Execution Engine

I Key Insight: Enriched roles with autonomy and variety enhance performance (Hackman & Oldham, 1976) | I
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Robust safety nets preserve dignity when
displac ement is unavoidable.

Enhanced Severance Income Smoothing ' The General

Salary continuation and Structured early retire- ' Motors
outplacement services ment and bridged in-
tied to tenure. LR come for older workers. Precedent

2019 plant closures | {5

Retraining Grants negotiated with

Lump-sum vouchers retraining funds and | |

for community colleges extended coverage,

or external platforms. proving large-scale
adjustments can

B SmGorT \ inc?rp?rate worker
' rotections.
_ Structured qarly Portable Benefits P
retirement and bridged Accelerated pension

for older workers. { vesting, COBRA/HSA
| > extensions.

www.innovativehumancapital.com


http://www.innovativehumancapital.com

Human Capital
dM Innovationg

The psychological contract requires a fundamental recalibration.

The New Contract  ~
— i’r:
Continuous Learning +
Adaptability = Lifelong

The Old Contract Enbloyeility

Career progression via
Loyalty = Static Security. flexible, lateral Lattices.

Career progression via
rigid hierarchical Ladders.

Mutual Investment Framework

Employer provides funding and time;
Employee provides effort and adaptability.
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Long-term resilience relies on distributed
governance and shared purpose.

Al Ethics
Committees

Crucially requires
cross-functional and
worker representation to

S S ensure workforce voice.
Organizational

| Identity & Shared
Mission

%phasize human contributions

Regular Impact Al cannot replicate to maintain R Decentralized
Audits cohesion. Guardrails

Biannual reviews of Al Allow business units to pilot
adoption metrics (hiring tools within policy boundaries
rates, skill gaps, turnover). (e.g., no layoffs without
central approval).
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The Strategic Choice: Reactive Automation vs. Adaptive Strategy.

7 Reactivé Automaitioin B Adaptive Strategy

Simple headcount substitution. Task recombination & human-Al teaming.

Process

Skills

Opaque, top-down implementation. Procedural justice & inclusive piloting.
| Funded, contextualized, role-specific

Expecting self-directed upskilling. capability building

Transitions

Holistic safety nets, portable benefits,

Minimum statutory severance. - -
& income smoothing.

Leaders who ground decisions in evidence, center worker voice, and invest in
transition supports will harness Al’s potential without sacrificing their human capital.

]
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