
 

PakTech Today  |  Pakistan's Premier Technology Magazine 
Vol. XX, Issue XX •  ISSN: 3136-2729      

© PakTech Today  |  www.pakjournals.com Page 414 

  TECHNOLOGY FEATURE     Industrial Risk  /  AI & Human Thinking  /  AI and Automation  /  Machine Learning 

Cognitive Delegation Debt: The New Industrial 
Risk No One Is Measuring 
I didn't lose the ability to think I secretly unintentionally, and freely gave it to every algorithm, AI, and 
app that promised to be smarter than me. Industries are doing the same. The difference is, I noticed. 
They haven't. And unlike most debts, this one doesn't send a warning before it collects and that is what 
makes the debt so dangerous 
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Introduction 

     There is a phrase I heard constantly when I started programming "We will fix it later." These four 
words are technical debt. Every time a team releases something that works now but is not quite right 
something built with shortcuts rather than sound solutions, they are borrowing time from a future 
version of themselves. 

The program functions properly for a time. Then the shortcuts start to stack silently. The code base 
becomes fragile. Maintaining it becomes a costly, time-consuming process resulting in frustration until 
the only practical choice is to remove everything and start again.  

I used to believe that this was just a software issue. Then I realized that I was doing it the same way. 
Not just in code, but in almost every task. I have almost undetectable habit of using an AI tool before I've 
given my own mind a fair attempt. In the moment, every delegated thought felt valid, Effective and 
intelligent.  

 Organizations are currently rapidly integrating artificial intelligence in similar way. Additionally, the 
long-term effects will make a messy codebase look like a small inconvenience.  
Automating repetitive tasks. Assigning the decisions that require a lot of data. Give people the freedom 
to think at a higher level. The plot looked like it stayed together effectively. Dashboards for productivity 
glow green. Quarterly reports look satisfying. The leadership is pleased. With all that joy, nobody wants 
to slow down and ask what is truly being lost and what is happening behind this. 

    However, a distinct type of debt has been quietly growing under that momentum. The undetectable 
cost of the thinking we stopped doing for ourselves as soon as the algorithm took over is what I've come 
to refer it as cognitive delegation debt.it is not measured which make it dangerous   

" Every skill a machine takes over is a skill the human slowly loses the ability 
to perform. The efficiency gain shows up on the dashboard. The capability 
loss does not." 
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Technology Overview 

Cognitive delegation has straightforward logic. When you give a task to a system, a machine, or a 
predictive model the mental effort that the task once required quietly disappears we do not think about 
that. This is the main idea at start. The work is time consuming, repetitive, or can be performed 
incorrectly. It is handled more quickly and effectively by the machine. You can focus on the actual work. 
The benefit is clear and immediate. The cost does not even show up. 

This happened to me during a web development course last year. We were assigned a semester 
project to build a functional web application. But Everyone in class was arguing that AI had entirely 
replaced web development and that it was dead. So, we stopped trying. We take the lectures, but 
mentally we were somewhere else believing that the skill itself no longer matters and important. When 
the deadline arrived, we handed the entire project to an AI tool. It generated the code, structured the 
files, produced a real application. We submitted it. We even got a passing grade. 

The fact that AI wrote the code wasn't the issue. What I lost by allowing it was the issue. Our 
capability does not remain idle. It shrinks. The capacity to reason a problem to create a solution from 
scratch, to troubleshoot something without help fades, just like a muscle shrinks when it stops carrying 
weight. I used to convince myself that I was saving time. I now believe that I was giving up the very 
abilities that time was meant to develop. 

And it is not just me. The pattern continues to repeat across classes, subjects, and entire student 
batches. Assignments are produced by AI. AI is used to make project reports. Even class discussions are 
prepared by first requesting talking points from a chatbot. Our productivity isn't increasing. With each 
semester passing, the gap between what a degree claims we can accomplish and what we can do without 
guidance or a tool to rely on is increasing. I have even started noticing it outside the classroom. People 
ask AI what clothes to buy, which color suits them more, what their hair style should be. Decisions that 
Once was part of the natural, and genuinely human area of taste are now quietly transferred to a model 
that has never met people and has no interest in their future. That is the debt.  Delegation grows as it 
continues without any conscious effort to save fundamental human skill 

 

 

 

 

 

 

 

 

 

 

 

Figure 1:  Before AI delegation, humans actively think and problem-solve (left). After delegation, independent thinking fades as the 
machine takes over (right). 
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Key Findings & Impact 

The IT industry in Pakistan is growing quickly. AI automation is being integrated into the basic 
operations of startups. Businesses in the finance, logistics, healthcare, and agricultural sectors are using 
tools at a rate that three years ago considered unachievable. This is very positive news for Pakistan's 
economy and position in the global technological discourse. 

Many businesses which are rushing into AI automation are doing so without carefully considering 
what might happen if the system fails, performs poorly, or encounters a scenario for which it was not 
designed. These workflows were managed by human teams, who are terminated. There is no 
documentation or planned preservation of institutional knowledge, the alternative approaches, and the 
silent judgment calls developed over years that existed among those individuals. On the assumption that 
the algorithm will never require it, it is being let silently exit. That assumption is the debt. 

When a system fails, the warning signs appear so quiet that most people can’t realize. During an 
interruption, a logistics team that has been using automated routing for two years finds that none of the 
current employees can remember how to manually optimize a route. When an AI forecasting tool 
generates incorrect results and someone requests a financial analyst to confirm the figures, the analyst, 
who has spent years working with the technology, finds himself unable to create an effective model from 
scratch. Due to his limited exposure to principles of reasoning. A new engineer who has received all his 
training within automated codebase is unable to reason through a basic architecture challenge. 

No alarms go off. No failure. Just a quiet moment when the system stops and the human realizes 
they stopped practicing long before it did. The system was trusted, the human capacity decayed. 

This debt also exists in a quieter form that doesn't require a failure to appear. The gradual narrowing 
of independent judgment is one way it appears. Something changes under the surface when people 
make decisions mostly by confirming what a system suggests instead of first thinking through the issue 
themself. They develop proficiency in output evaluation. Their ability to provide insights decreases. The 
muscle that asks why before it asks what quietly weakens from disuse. 

I realize this in myself reaching for a tool before I fully thought a question, letting the first AI 
generated answer set the frame for what I then think. It happens fast. It happens without any conscious 
decision. If I notice it in myself after relatively short exposure, the scale of it inside organizations that 
have been delegating for years is difficult to fully imagine. 

  “The organization did not see the failure coming because the systems are 
producing the right outputs right up until it stopped. By then, the human 
capacity to recover has gone.” 

What's Next? 

None of this is an argument for not using tools. I am not about to abandon tools that help me code 
faster, think faster, and produce more. The productivity gains are real, and in a world that rewards speed, 
hesitation is genuinely expensive. But adoption without awareness is how debt accumulates. 

I've started viewing my own cognitive ability as something that needs to be maintained rather than 
just a resource that will always be available to me. I ask myself if I can still do something without 



 

PakTech Today  |  Pakistan's Premier Technology Magazine 
Vol. XX, Issue XX •  ISSN: 3136-2729      

© PakTech Today  |  www.pakjournals.com Page 417 

assistance. Not because I must, but because I need to know. Even if the system is fully capable of 
performing the most crucial tasks, such as debugging logic, constructing an argument, and creating a 
solution from start, I consciously practice. A few minutes of unaided thinking every day, like a workout. 
It sounds small. It is not. 

Organizations need the same discipline. Determine which cognitive activities have been quietly 
assigned and honestly evaluate the extent to which humans are currently capable of performing them 
on their own. Even when everything is going well, incorporate intentional practice back into the jobs 
where a system failure meeting an empty human would be disastrous. The gap between the human 
team's way of thinking and what would be required if the AI went dark tonight should be considered a 
risk framework. The debt is that gap. You are not managing it if you are not measuring it. 

Pakistan has a genuine opportunity here. The global discourse on responsible AI is still being written, 
and Pakistani technologists, including those of us who are still in college, have a chance to contribute to 
its development. We can not only adopt frameworks created elsewhere, but we can also create 
frameworks that represent our tech sector's aspirations with which we approach the human side of the 
equation. 

The machines will continue to get more intelligent. There will be no reversal of the delegation. 
However, the debt need not continue to increase unchecked. The truthful place to start is this both the 
cost and the efficiency were genuine. Paying it back starts when you can see both clearly and without 
hesitation. 
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