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Whatis a
breakpoint?-

A breakpoint is the point where behaviour stops
following the expected path.

It is where people get stuck, shift course, resist,
disengage, work around a system or move ahead
of the support designed for them.

Finding the behavioural breakpoint helps explain
not just what people are doing, but why behaviour
is changing — and what can move people forward.
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Why this
matters

The workplace Al
story is often framed
around fear, resistance
and job loss.

But our research points to a different story. In
many Australian workplaces the challenge is no
longer convincing workers to use Al. Many are
already using it, and using it more often. Instead,
the workplace systems meant to guide, train and
support workers have not kept pace.

This is the Al Breakpoint for Australian
workplaces: worker Al adoption is moving
faster than organisational Al support.

In practice, many workers are teaching
themselves how to use Al, often without training,
guidance or rules about how the technology

should be used safely and effectively in their role.

Our research shows why this matters. Workers
who receive formal Al training, work in
organisations with clear Al rules and policies,

and believe their workplace is prepared for Al

are a lot more likely to use Al confidently, report
productivity gains and trust how Al-related change
is being managed.

Organisational support is therefore one of
the strongest differentiators of successful Al
outcomes.

This transition is not happening at the same
pace across industries. Some are embedding Al
into everyday work while others remain in much
earlier stages of Al maturity. As a result, workers’
experiences of Al increasingly depend on where
they work, the role they perform and the support
their organisation provides.

The opportunity is significant. Al is already
becoming part of everyday work for millions

of Australians, but only a minority are being
transformed through its use. As businesses

move from experimenting with Al to expecting
measurable productivity gains, organisational
capability will increasingly determine who captures
those benefits and who falls behind.

The findings suggest Australia’s Al challenge is
no longer primarily one of adoption. It is one of
organisational readiness. This report explores
how Australian workplaces are navigating that
transition, why some industries are progressing
faster than others, and what employers can

do to turn widespread Al use into confident,
productive and trusted ways of working.
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Key
findings

@1 Aluseis becoming
mainstream

Half of Australian workers now use Al at
least weekly, and more than half say their
use has increased over the past year.

05 Workplaces remain
underprepared

Only one in four workers believe their
workplace is highly prepared for Al.

Nearly two in three have received no
formal Al training and almost half say their
workplace has no clear Al rules.

02

06

Organisational support 03
drives Al success

Workers receiving Al training, clear
workplace rules and organisational
preparedness are substantially more likely
to be confident, productive and trust how
Al-related change is managed

Al use at work is often Q7
unguided
More than two in five workers use Al at

work without clear guidance from their
employer.

Deep productivity gains 04
remain uneven

Two in five workers report productivity
gains from Al, but fewer than one in
ten say Al has made them much more
productive.

Workforce changeis 08
already visible

One in three workers have seen Al-related
workforce change. The most common
shift is a reduction in junior or entry-level
tasks.

Industries are moving at
different speeds

Technology, media and finance are
embedding Al into everyday work, while

other industries remain in much earlier
stages of organisational maturity.

Workers fear dependence
more than losing jobs
Workers are more concerned about

becoming too reliant on Al than about
their job or role being displaced.
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Who we
heard from

Age
22% 22%

21%

25-34 35-44
Gender
49% S51%

Male

45-54

Female

55-64

Australian workers aged 18-64
n=1,006

Survey Date
May 2026

State

New South Wales

31%

Victoria

27%

Queensland

20%
Western Australia
R 119
Soufh Ausfralia

7%

Tasmania

B 2

Australian Capital Territory

2%
Northern Territory

1%

The sample includes workers across different
ages, locations and employment arrangements,
providing a broad view of how Al use, workplace
support and workforce change are being
experienced across Australia.

Area
65%

(o)
5%
R B R e 1 i
Rural or remote

Metropolitian

Regional

Employment

Employed full-time

TR

64%

:H

Employed part-time

24%

Casual worker

6%
Self-employed/freelancer/contractor
4%

Business owner

1%

PR




Adoption and
productivity
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Al use is rising faster
than confidence in
using it for work

Frequency of general Al use among
Australian workers

16%

Daily

Mostdays Some days
of the week of the week

Weekly

Occasionally

Rarely

When it comes to how often they use Al,
Australian workers are split into two even camps.
Half use Al at least weekly, while half use it only
occasionally, rarely or never.

Usage is also moving upward, with one in two
workers (52%) increasing their Al use over the past
year, while just 3% have decreased their usage,
and a quarter (28%) remain at the same level.

Confidence in using Al for work

35%

Confidence in using Al for work, however, is still
catching up to broader Al use. Only one in three
workers are highly confident in using Al for work-
related tasks, rising to 61% among those who use
Al at least weekly, compared with just 13% among
those who use it occasionally, rarely or never.

But as confidence diverges, the next question

is whether growing Al use is translating into
meaningful productivity gains.

16%

14%

Extremely Very Somewhat Not very Not at all
confident confident confident confident confident
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Al Is widespread, but
deep productivity
gains remain harrow

Al is already touching a large share of
Australian work. Nearly three in four workers
say Al assists with at least some of what they
do, but only one in five say it assists with a
substantial share of their work.

The productivity gains are more limited. Two in
five Australian workers say Al has made them
more productive over the past 12 months, but
fewer than one in ten say it has made them
much more productive.

Based on these findings, more than 10 million
Australian workers now have Al assisting with
at least some of their work, but only around
1.3 million say it has made them much more
productive.

This is the productivity challenge for Australian
workplaces: turning broad Al assistance into
deeper, more consistent productivity gains.

Workers who have embedded Al more deeply
into their day-to-day workflows are more likely
to report productivity gains. Among workers who
say Al assists with a great deal of their work,
90% say it has made them more productive,
compared with 31% among those who use Al
only a little for work.

More frequent Al use, however, does not
automatically translate into deeper productivity
gains. What matters is whether Al is being
applied to the kinds of tasks where it can create
deeper, repeatable value.

How much work Al assists with

28%

6%

i

A moderate A little None
amount

A great deal A lot

Impact of Al on worker productivity

32%

30%

25%

9%
1%

Somewhat No real
more difference at work

Much more

| do not use Al

Somewhat less Much less
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Work tasks Al is being used for

The strongest Al gains
appear in role-specific
workflows

Writing or editing documents

Research or learning

34%

33%

32%

Brainstorming ideas

24%

Data analysis

19%

Presentations

): 16%

Reporting or preparing work updates

Al is most widely used for research, summarising, This suggests Al’s deepest productivity gains . .
. . . . , Creative work or design
emails and writing. But stronger productivity are not necessarily coming from the tasks 14%
gains appear in more structured or role-specific where it is most commonly used. They are more °
workflows that remain less common among concentrated in areas where Al is being applied Project planning or strategy
v n . o

workers. to specific workflows, outputs or decisions. 14%

Customer service
While just 9% of workers overall say Al has made Together, these patterns point to a broader 13%
them much more p.roductlve, thlls rises to .27/; product|V|ty.Iadder. m.any workers are l.Jsmg Coding or technical work
among workers using Al for project planning or Al, but the biggest gains appear when it 8%
strategy, 25% for data analysis, 23% for coding or becomes part of specific workflows rather than
technical work, 23% for presentations and 22% occasional task support. e of the above

29%

for creative work or design.
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Significant productivity gain

O/ say Al has made them much
O more productive

The deepest gains remain concentrated among a smaller
group of workers using Al in more role-specific ways.

3 20/ say Al has made them
O somewhat more productive

Many workers are seeing practical gains,
but not yet transformation.

Moderate productivity gain

ZI 30/ say Al assists with a moderate
O amount or more of their work

Al becomes more meaningful when it moves

beyond occasional task support.

7 2 % use Al for work

Most workers have brought Al into their work

in some way.
7 80/ of workers use
0 Al in some form

Al is already part of how most workers learn,
search, write or think.

Workplace Al use
i R

The Al
Productivity
Ladder

The Al Productivity Ladder shows how broad Al use narrows
into deeper workplace impact. While most Australian workers
use Al in some form, fewer have embedded it into a meaningful
share of their role, fewer again are seeing clear productivity
gains, and only a small minority say Al has made them much
more productive.

Adoption figures alone can therefore overstate Al maturity as
widespread use does not necessarily mean the technology has
become embedded deeply enough to transform productivity.
This suggests the productivity opportunity is not simply getting
more workers to use Al more often. It is helping them move up
the ladder — from occasional prompts and light task support
into role-specific Al capability.

For employers, the task is to identify the workflows where Al is
already creating the strongest productivity gains, then make
those gains repeatable across teams. As it stands, workers
are not moving up this ladder evenly. Some groups are already
reporting higher Al use, greater confidence and stronger
productivity gains than others.
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The higher workers climb,
the more Al becomes part

of their job

In Australian workplaces Al becomes more deeply
embedded as employees move up the workplace
ladder into leadership roles. Only around a third

of entry-level and junior workers use Al weekly,
compared to nearly three quarters of senior
managers and executives.

The productivity gap is even more pronounced,
with more than three in four senior leaders
reporting Al has made them more productive,

compared with just one in four entry-level workers.

This reflects how Al is experienced differently
across organisational levels, with senior leaders
consistently reporting more positive experiences
and attitudes towards Al.

Together, these findings suggest Al is becoming

a defining feature of senior roles, creating a
widening gap between how senior and junior
employees experience work. This raises important
questions about how workplace expectations and
career progression may evolve over time.

Workers who use Al at least weekly and those who say Al makes them
more productive, by role level.

80% More productive
73%
Weekly Al use
60%
40%
28%
20%
0%
Entry-level or Mid-level Senior employee Team leader Senior manager
junior employee employee or specialist or manager or executive
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Australian industries
are moving through the
Al transition at different

speeds

While Al use has spread across every industry,
the pace of adoption and the productivity gains
workers report vary considerably between them.

Workers in technology, media and
telecommunications, financial and insurance
services, and professional, scientific and technical
services are the most likely to use Al regularly and
to report productivity gains.

At the other end of the spectrum, government and
public administration reports the lowest level of

weekly Al use with relatively modest productivity
gains, alongside retail and consumer services and
hospitality and tourism.

The findings suggest industries are beginning
to separate not simply by Al adoption, but

by how effectively organisations are helping
workers translate Al into productive work. As Al
adoption continues, the gap between industries
may become an increasingly important driver of
productivity and competitive advantage.

Workers using Al at least weekly and those reporting they are more
productive from using it, by industry. Industries further to the right are
further through the Al transition.

B More productive [l Weekly Al use

Technology, media &
telecommunications

] Financial &
insurance services

Professional services,
scientific & technical

Education & training

Construction,
trades & property

Manufacturing,
transport & logistics

‘Healthcare &
social assistance

Hospitality &
tourism

Retail & consumer
services

Government & public
administration

63% @

56% @
44% @ @ s~

39% @ @ 54%

38% @ @ 47«

39% @ @ 7%

26% @ @ 42%

32% @ @ 39%

31% @ @ 3%

20% 30% 40% 50% 60%

Workers (%)

@ 5%

70% @ @ 74%

@ 57«

70%

80%
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The benefits of Al are not
shared equally

Workers who say Al saves them time and those who say it
improves the quality of their work, by role level.

Saves time

80%
Improves quality
60%
./ 53%
46%
o,
40% 43% 44%
32%
20%
0%
Entry-level or Mid-level Senior employee Team leader Senior manager

junior employee employee or specialist or manager or executive

While more than half of Australian workers say Al
saves them time (57%) and close to one in two say
it improves the quality of their work (45%), these
benefits are far from evenly distributed.

Senior leaders and workers in finance and
technology are substantially more likely than junior
employees and workers in other industries to
report that Al delivers meaningful day-to-day value.

Workers who say that Al saves them time and those who
say it improves the quality of their work, by industry.

Note: Industry titles abbreviated.

Saves time
82%
80%
Improves
76% quality
60%
40%
33%
20%
0%
NG . Q < Z N O 2 N} o
& & 2 & & 0 0 & & &
>
& & & 9 > 9 S o &
S N & > o > &
& & & & & & ° & <€
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Workplace
support
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While workers are already bringing Al into their
work, many workplaces have not yet built the
systems to support that use. Less than a quarter
of workers say their workplace is highly prepared
for Al, nearly two in three have received no formal
Al training, and close to half say their workplace
has no clear rules or policies for using the
technology.

Al adoption is outpacing
organisational support

Together, these findings point to a growing gap
between worker adoption and organisational
support. Rather than developing Al capability
through shared workplace systems, many
workers are building it on their own.

Perceived workplace Formal Al training received
preparedness for Al from workplaces
39%

14%

A little None

Not at all A lot
prepared

Not so Not sure

prepared

Somewhat
prepared

Extremely Very

prepared prepared

Very clear

The cost of this gap runs in two directions.
Organisations may miss productivity gains
because Al use remains narrow or inconsistent,
while also taking on avoidable risk as employees
make their own decisions about privacy,
disclosure and quality control.

Without common guidance, organisations lose
the consistency needed to scale Al effectively.
Different teams develop different ways of using
the technology, making quality, governance and
productivity harder to manage. The findings that
follow explore how this gap is shaping the way
Australian workers learn, use and experience Al
at work.

Presence of clear workplace
Al rules or policies

Somewhat No clear rules Not sure

clear or policies



O Breakpoint

The Al Breakpoint 17

Organisational support
varies sharply across

Industries

The national figures of workplace Al support
mask substantial differences between
industries. Workers in technology, media

and telecommunications and financial and
insurance services report some of the strongest
organisational support for Al, while it begins to
fade across other industries.

The significance of these measures is that they

perform different functions. Training helps
worker understand what Al can actually do in
their role. Clear rules reduce uncertainty about
how it can be used. Preparedness signals overall
perceived capability.

In many industries, rules around Al use have
developed further than the training and
workplace preparedness needed to support it.

Workers reporting formal Al training, those reporting workplace Al rules

and policies, and those rating their workplace as well prepared for Al,

by industry.

Workers 10%

Technology, media &
telecommunications

] Financial &
insurance services

Professional services,
scientific & technical

Education & training

Government & public
administration

Manufacturing,
transport & logistics

‘Healthcare &
social assistance

Retail & consumer
services

Hospitality &
Tourism

Construction,
trades & property

(I 70%

-

Al training

23%

25%

22%

23%

30%

Al rules

Al prepared

22%

16%

18%
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In workers’
own words

It hasn’t really been utilised | see Al influencing strategic By not actively investing in Al we
in our workplace and planning, decision-making, are falling behind.

there has been no training and how teams approach

provided on how to use it, productivity and innovation.

just that it is available. At the same time, itis

increasing the need to
continuously adapt sKills,
establish clear governance,
and ensure employees use Al
responsibly and effectively.

Female, 25-34, Government and public Male, 25-34, Technology, media and Male, 45-54, Government and public
administration, Queensland, Regional telecommunications, Victoria, Metropolitan administration, Queensland, Regional
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Most workplace
Al use Is open,
but muchofitis
unguided

How open and guided Al use is at work

More than half of Australian workers use Al openly at work,
but fewer than a quarter do so with clear guidance from their
workplace. Taken together, 44% of workers are using Al at
work without clear guidance from their employer.

Only 9% of workers say they regularly use Al for work without
their employer or manager knowing, but 32% have done so
at least occasionally. This shows the key issue is not hidden
usage, it is that many are using it in plain sight, but without
clear rules, training or support.

Workers who use Al openly with clear guidance, however, are
the most likely to report productivity gains, with 73% saying
Al has made them more productive. This compares with
60% of open but unguided users and 38% of those using it
neither openly nor with clear guidance.

This pattern points to stronger returns when Al use is
not only visible, but supported. The issue then is not
only whether workers are using Al openly; it is whether
workplaces are helping them use it well.

How often workers use Al without their employer or

manager knowing

47%

Open, with clear Open, but without clear Not open, and without
guidance from my guidance clear guidance

workplace

| do not use Al for work Regularly Occasionally No

| do not use Al at work
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Workers are teaching

themselves the Al skills
workplaces need

I am mostly teaching myself
how to use Al

Strongly
agree

47%

Agree

Neither
agree nor
disagree

Disagree

s oy B
v
Sl %

8%

Strongly

disagree

| am getting enough support to
build practical Al skills at work

5%

agree

Strongly

Agree

Two-thirds of workers are mostly teaching
themselves Al skills, while less than a third say
they are getting enough support at work to build
them. A third of workers have also not seen clear
examples of how to use Al in their role.

Self-directed learning has helped workplace Al

use spread faster than formal systems could keep
pace, but it cannot be the final capability model.

36%

8%
Neither Disagree Strongly Strongly
agree nor disagree agree
disagree

When each worker is left to build their own skKills,
organisations also leave standards, quality and
safe use to develop unevenly. Without clearer
examples and practical support, Al use may
continue to spread faster than workplaces can
build shared, reliable ways of using it well in
specific roles.

| have seen clear examples of how
Al can be used in my specific role

33%

14%

Agree Neither Disagree Strongly
agree nor disagree

disagree
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AI is re S h a p i n g ro I e S m O r e Al-related workforce changes seen at work

| have not seen Al-related workforce changes in my workplace

than eliminating them 7 B oo

The kinds of tasks junior or entry-level workers do have reduced because of Al

17%

Roles or teams in my workplace have changed because of Al

14%

Roles or teams in my workplace have been reduced because of Al

11%

Close to one in three Australian workers have This matters particularly for junior and entry-

seen or experienced Al-related workforce level work. The routine tasks Al can absorb are Concern about Al-related jOb losses at work
changes in their workplace. Around half of often also the tasks through which workers learn

workers who use Al at work have seen these how an organisation operates and build the 28% 28%
changes, compared with just 4% of non- judgement required for more senior roles. The .

users, suggesting workforce redesign is most productivity value of removing routine work

advanced where Al has already entered day- therefore needs to be weighed against the

to-day work. developmental value that work once provided.

The most common signs of change are not The emerging story is neither mass displacement

outright job cuts, but changes to the shape of nor harmless augmentation. Al is already

work. Al is reducing the kinds of tasks junior changing the shape of work, and workforce

or entry-level workers do and changing roles reductions are part of that picture. These early

or teams. But workforce reduction is also changes make trust critical so workers can

happening — one in ten workers say roles or believe Al-related workforce decisions will be

teams in their workplace have already been handled transparently and fairly. Extremely Very concerned Somewhat Not so concerned Not at all

reduced because of Al. concerned concerned concerned
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In workers’
own words

The roles | do that used to
be admin based are now
not there. | have now been
directed to do other things.

Male, 25-34, Construction, trades and
property, Victoria, Metropolitan

Al is making it easier to do
certain elements of my work,
but it is also making me
worried that I'll get replaced the
moment it gets cheaper to run
an Al than it is to pay my wage.
So probably just security is the
biggest impact.

Female, 25-34, Technology, media and
telecommunications, Western Australia,
Regional

Our role is largely a decision
making role where we make
decisions in line with legislation.
However, we have seen Al start
to do most of the entry level
admin tasks such as email
triaging. Most of the time, the
robots get it wrong but | have
seen some improvements.

Female, 25-34, Government and public
administration, Queensland, Metropolitan

The Al Breakpoint 23



O Breakpoint

The Al Breakpoint 24

Workplace trust is low,
but stronger when Al use

IS supported

As Al begins reshaping work, only a quarter

of Australian workers place a high degree of
trust in their workplace to handle Al-related job
changes fairly. Currently, workers with little or no
trust outnumber those with high trust.

But trust is not lowest among workers closest
to Al-related workforce change. Workers who
use Al openly and with guidance from their
workplace are the most likely to have seen or
experienced Al-related workforce changes,
yet they report the highest trust in how their
workplace manages Al job changes.

In financial and insurance services more than half
of workers report seeing some form of Al-related
workforce change, higher than most industries. Yet
they also report among the highest levels of open
Al use and workplace trust, showing organisations
can better navigate Al disruption when workers
feel supported through the process.

This suggests trust depends less on exposure
to Al disruption than on whether Al use is open,
guided and supported in the workplace. This
means trust needs to be built before Al-related
change accelerates further.

Trust in workplace to manage Al job changes fairly

37%

A moderate A little None
amount

A great deal A lot

High trust in workplace to manage Al job changes fairly,
by Al workplace-use group

Open use, with guidance

51%

Open use, without guidance

32%

Not open, without guidance

20%

Does not use Al for work

11%
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Even as Al begins reshaping work and many This points to a more revealing Al anxiety than
AI d e pe n d e n ce fea red workers remain cautious about how workplaces job loss. Workers are using Al and can see the
are managing the transition, job loss is not the benefits, but they are also questioning what
- concern dominating workers’ minds. Just one in happens to their own judgement, confidence
m o re t h a n jo b IOSS five workers are worried about their job or role and capability as more of their work is
being displaced by Al, while nearly twice as many supported by the technology.
are worried about becoming too reliant on the
technology. This shifts the issue from whether workers
will use Al to whether workplaces are ready
T°p work and career Al concerns Despite these concerns, around one in three to support them to use it with confidence,
workers see Al as positive for their own profession, judgement and care.
Becoming too reliant on Al o po compared with just over one in ten who see it as
5 36% negative. Four in five workers also say Al has not
Privacy or data security risks reduced their own career security.

My skills becoming outdated

How workers see Al affecting their profession

34%

i B } @l

My job or role being displaced

L o €2

Fewer entry-level opportunities in my profession
i IE s Fe i, o i \. y "

N 0
i . 17% 7%

A major More positive Mixed, More negative A major threat Not sure/too

opportunity than negative with both than positive early to say

opportunities
and risks
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What workers say
would unlock better Al

Close to half of workers say Al training specific
to their role and tasks would help them use Al
more effectively, ahead of access to approved
safe tools, and time to learn and experiment.
This shows workers need more than general
Al awareness. They need to understand how
Al fits into the actual workflows, decisions and
responsibilities of their job.

want clear communication about how Al will be
used, followed by evidence that Al is being used
to support workers rather than just cut costs, and
training or reskilling before roles are changed.

These point to the central task for employers
— to make Al a supported part of work rather
than another source of uncertainty. Combined

use and trust

with the report’s wider findings, these form part
The same practical needs appear in what builds of a broader solution to the Al breakpoint in
trust around Al-related job changes. Workers most Australian workplaces.

What helps workers use Al better What builds trust in how workplaces manage Al change

Al training specific to a worker’s role and tasks Clear communication about how Al will be used

| 44%

37%

i S S

Time to learn and experiment without falling behind on work
\; .Ohh

' 35%

disclosed
-\\: s

i

Clear rules on when Al use should be
A0 \ .;b‘ g

33%

31%

None of the above

None of the above
22%

Note: Respondents could select up to three responses each.

19%

Note: Respondents could select up to three responses each.
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Workers with more Al

support report better Al

outcomes

B Confidence [ Productivity

0 support factors

B Trust

1 support factor

The relationship between organisational support
and worker outcomes is clear. Workers who report
their workplace having Al training, Al rules and
policies, and Al preparedness are substantially
more likely to feel confident using Al, achieve
productivity gains and trust their workplace to
manage Al workforce changes fairly.

As each support factor is added, worker outcomes
improve consistently across all three measures.
Workers with all three support factors present in
their workplace are 3.9 times more likely to feel

highly confident using Al, 3.5 times more likely

to report productivity gains, and 5.6 times more
likely to highly trust their workplace to manage
Al-related job changes fairly than workers without
any of these present.

These findings show organisational support for Al
is critical. As Al becomes embedded in everyday
work, the organisations realising the greatest
benefits are likely to be those investing not only in
Al technology, but in the workplace systems that
help their people use it well and with trust.

82%

2 support factors

3 support factors
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] ]
I n d u St r I es Wlt h St ro n g e r Across Australian industries, stronger The Support Index is the average of Al training,

organisational support for Al is consistently workplace Al rules and workplace preparedness.
associated with better worker outcomes. The Outcomes Index is the average of Al
S u p po r re po r e e r Industries where workers are more likely to confidence, productivity gains and trust. Industries

receive Al training, have clear workplace Al rules further to the right report stronger organisational

WO r ke r o u tco m es and feel their organisation is well prepared for Al support, while those closer to the top report
also report higher confidence using Al, greater stronger worker outcomes.

productivity gains and stronger trust.
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What this means
for employers

This is not primarily a story of workers fearing
Al. It is a story of workers embracing Al faster
than organisations are supporting them, while
questioning what the technology means for
their skills, judgement and trust at work.

The next stage of Al maturity will involve bringing
organisational support up to the pace of worker
adoption. In practice, that means providing the
training, clear workplace rules and organisational
preparedness needed to turn already
widespread Al use into more confident, trusted
and productive ways of working. Workplaces
providing stronger Al support are already
demonstrating that this is possible.

Industries are moving through the Al transition

at different speeds. While technology, media and
telecommunications, financial and insurance
services, and professional, scientific and
technical services are embedding Al more deeply
into everyday work, others such as government
and public administration remain in earlier stages
of adoption.

Taken together, the findings paint a picture of
Australia’s emerging Al-ready worker.

They are most likely to work in a leadership
or specialist role, be part of a leading Al
industry such as technology, media, finance
or professional services, and work in an
organisation that provides Al training, clear
workplace rules and is well prepared for Al.

The challenge for employers is to ensure these
conditions are not confined to senior roles, but
become the norm across every level of the
organisation.

The greater risk for organisations therefore is
not worker resistance to Al but unmanaged
adoption of it: employees teaching themselves,
using it without clear guidance, and navigating
the technology without shared standards. Left
unchecked, this creates inconsistent capability,
uneven productivity and unnecessary distrust.

For employers the opportunity is to close

this support gap before it widens further.
Organisations that succeed will be better placed
to turn widespread Al use into consistent
productivity gains across their workforce, rather
than leaving those benefits concentrated in
certain teams, roles or industries.
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Next steps
for employers

L Turn Al use into value

o Map high-value Al workflows

Start with the tasks where stronger productivity
gains are already appearing — such as project
planning, data analysis, coding or technical
work, presentations and creative work — then
identify the equivalent workflows, decisions
and outputs inside your organisation.

This helps move Al use beyond broad
experimentation into areas where it can create
deeper, repeatable value.

» Build role-specific Al capability

Train workers around the tasks where Al can
create real value in their role. Workers need
clear examples of what good Al use looks

like in their specific job, team and workflow.
Combine formal training with clear workplace
rules, approved tools and practical support so
workers know not only how to use Al, but how
to use it confidently within their role.

« Create approved pathways for

experimentation

Give workers safe tools, time to learn and
permission to test Al on low-risk tasks without
hiding it. This allows organisations to learn from
worker-led experimentation before it becomes
informal, uneven or unmanaged.

Redesign roles and pathways

When Al changes junior and entry-level work,
create new ways for workers to build the
experience and judgement that routine tasks
once provided. This may include mentoring,
job rotations, problem-solving and exposure to
real decisions, rather than assuming experience
and judgement will develop automatically once
those tasks disappear. Employers should also
think carefully about which tasks are worth
automating and which can continue to provide
important learning value to build people’s
expertise.
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Next steps
for employers

 Build quality checks into Al use

Make clear when Al outputs need human
review, where human judgement is essential
and how workers should check accuracy,
bias, confidentiality and tone before using
Al-generated work. This directly addresses
workers’ concerns about mistakes, reliability
and becoming too dependent on the
technology.

Build trust before major workforce
change

Encourage Al use to be open, guided and
supported rather than informal or hidden.
Clearly communicate how Al will be used,
whether to improve productivity, redesign roles,
reduce costs or influence headcount planning,
and explain how employees will be retrained,
redeployed or otherwise supported where work
changes. Trust is much easier to build before
major Al-related change than after workers feel
it is already happening to them.

L Build an Al-ready organisation

o Set clear rules for Al use

Define where Al is allowed, where disclosure
is required, what tools are approved and what
information should never be entered into Al
systems. Clear rules reduce the grey zone
where workers use Al without guidance or
visibility.

Assess your Al maturity

Understand where your organisation sits
today by measuring worker Al use, confidence,
productivity, organisational support and trust.
Organisations cannot improve Al capability
effectively without first understanding where
the greatest gaps exist across teams, roles
and functions.
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COPYRIGHT AND DISCLAIMER

The materials presented in this report are for
information purposes only. The information is
provided solely on the basis that readers will be
responsible for making their own assessments

of the matters discussed.

Readers are advised to verify all relevant
representations, statements and information
and to obtain independent advice before acting
on information contained or in connection with
this report. While every effort has been made
to ensure that the information is accurate, The
Breakpoint will not accept any liability for any
loss or damages that may be incurred by any
person acting in reliance upon the information.

Reference as: Walker, |, (2026). ‘The Al
Breakpoint’, The Breakpoint, Australia.
Design by Sudipta Chakraborty.

Copyright © 2026 ‘The Al Breakpoint’
research paper is licensed under a Creative
Commons Attribution-Non- commercial 4.0
International license (CC BY-NC 4.0) https://
creativecommons.org/licenses/by-nc/4.0/

About
Breakpoint

Behaviour is rarely random.

When people do not act as expected, the
explanation is often treated as a lack of
awareness, motivation or communication.

We start from a different assumption — behaviour
usually turns at a specific point. That point can be
found, explained and unlocked.

Breakpoint is a behaviour-led research and
strategy consultancy for organisations navigating
moments of change, growth or friction.

We help decision makers understand why people
adopt, resist, disengage or change — and what it
takes to move them forward.

The Breakpoint model looks at the context driving
behaviour, the tension it creates, the point where
existing systems stop matching how people
actually behave, and the practical unlocks that
can shift behaviour.

Using survey research, behaviour-led analysis and
strategic storytelling, Breakpoint turns data into
clear narratives and media-ready insights.

For research partnerships, commissioned reports or strategic
communications enquiries, contact: find@thebreakpoint.com.au
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