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The Dual Transformation of Work

Evidence from the 2020-2026 Labor Market on the Simultaneous
Automation and Augmentation of Human Capital.

THE PREVAILING MYTH THE EMPIRICAL REALITY

- Sl Analysis of U.S. job postings reveals
Ihe labor m_arket is Spllttll’ll’g into that Automation and Augmentation are
jobs that will be replaced” and positively correlated (r=0.87).

"jobs that will be enhanced.” i ”
The roles most at risk of having tasks
stripped away are the same roles with the
highest potential for capacity expansion.

Automation/Risk = =

Augmentation/
Resilience

Human Capital
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Executive Summary: From Displacement to Reconfiguration

The Situation

Market Data Signals

Three years into widespread LLM
adoption, labor market data
contradicts the "apocalypse”
narrative. Employment remains
resilient, but skill demand is
shifting rapidly:

* 16% decline in

automation-exposed v
skills

* 7% growth in

augmentation-exposed
skills

The Complication

Vulnerability Diagnosis

While 26.5 million exposed
professionals possess the
“adaptive capacity” to thrive,

a specific cohort is .
trapped: o ¢ ??

» 6.1 million
administrative
workers face a “high
exposure / low
adaptability” trap.

Human Capital
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The Resolution

Strategic Response

Success requires moving
beyond "Al Literacy” training
toward a five-pillar strategy:

1. Transparent Governance $
2. Procedural Justice AIA
3. Role-Specific Academies T&5

4. Operating Model &
Redesign o
5. Dynamic Workforce &/&\

Pianning et
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The Correlation of r = 0.87 Refutes the Separation of
Automation and Augmentation
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Project Managers —
Financial Analysts — [ ., ,¢
Software Developers =\ "
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Automation Exposure
(Tasks to be substituted)

Human Capital
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1ICI1ALIT.
INSIGHT:

The Project Manager
whose scheduling tasks are
automated is the exact
same Project Manager
whose strategic scope is
augmented.

MECHANISMM
VIEUCHANIOIIVE.

Al transforms the job from
within by stripping away
routine elements while
elevating demand for
complementary judgment.
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The Unit of Change is the Task, Not the Job

BEFORE Al: Monolithic Job Deconstruction

Current Role (e.g., Analyst) g" Automated @ Augmented

Information
Processing Complex Auditing Al
Synthesis Outputs

Pattern
Recognition

Context-Heavy New Strategy
Structured Judgment Formulation
Communication

Action: Delegated  Action: Human + Action: New
to Machine Machine Loop Human Capability

Source: Adapted from Acemoglu & Restrepo (2019); Eloundou et al. (2024).

Human Capital
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The Leveling Effect: AI Compresses the Skill Gap

After Al
(Compressed Gap)

~ i, ill:

~30% Productivity Gain y 4

> High-Skill:
Before Al Minimal Speed Gains

(Wide Skill Variance)

Low Skill High Skill

The Productivity Paradox The Implication

Al acts as a democratizer for routine tasks. It lifts The organizational challenge shifts from ‘fixing
the floor significantly for lower-skilled workers underperformers’ to ‘redefining elite performance’
by providing real-time guidance and structure. when the baseline is raised for everyone.

Human Capital
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Exposure is Not Destiny: The Adaptive Capacity Matrix
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THE VULNERABLE THE RESILIENT
6.1M Workers 26.5M Workers

 Roles: Secretaries, Office Clerks, Claims « Roles: Software Developers, Marketing
Processors Managers

» Characteristics: Specialized narrow skills, low » Characteristics: High liquid wealth, portable
liquid wealth, geographic isolation. skills, dense labor markets.

Low Exposure

Adaptive Capacity
(Wealth, Transferable Skills, Market Density, Age)

Human Capital
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The Human Cost of Dislocation Concentrates
in Administrative Roles

Demographic Reality

Gender Disparity
81.3% Female 18.7% Male

} Concentrated in administrative support roles traditionally held by women.

Financial Buffer
Median Liquid Wealth: $4,000-$15,000

‘ Critically low savings offer little runway for retraining periods.

' The Triple Bind

' 1. Core tasks overlap with LLM capabilities.
} 2. Skills transfer primarily to other admin roles also facing automation.
3. Lack of financial safety net to pause and reskill.

Source: Manning & Aguirre (2026).

Human Capital
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A Framework for Resilience: Five Strategic Pillars

SUSTAINABLE TRANSFORMATION

Role-specific academies

Targeted Capability
Building

AEERAR

Moving beyond generic ‘Al Literacy’ to holistic response.

Source: Manning & Aguirre (2026).

Human Capital
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Governance and Justice: Earning the
License to Transform

OLD WAY: NEW WAY:
Top-Down Deployment Participatory Governance

» “Al deployed to cut costs” e Governance committees with worker
» Decision made in closed representation

boardroom * Treat fairness of process as equal to
 Result: Resistance, anxiety, hidden outcome

sabotage * Result: Trust, improved
implementation quality

Actionable Mechanism: Co-Determination
Create Al Governance Councils with decision authority. Offer First-Refusal Rights for
internal retraining before external hiring.

Human Capital
W Innovationg

Source: Beraja & Zorzi, 2025.



http://www.innovativehumancapital.com

www.innovativehumancapital.com

Beyond ‘Al Literacy’: Building Role-Specific Academies

The Strategy Consultant

Training in Al for market research,
competitive analysis, and insight generation.

' The Developer

Training in Al-assisted integration, code
review, and architecture.

| The Radiologist
—> ‘N\F Training in Al-assisted diagnostic workflow
| and human-in-the-loop verification.

Generic
Workforce

Principle: Don't train everyone on everything. Target the specific ‘Augmentation Zone' of each role.

Human Capital
dM Innovationg
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Don’t Autoimate the Task; Redesign the Role

CURRENT STATE FUTURE STATE
Claims Processor Al-Assisted Case Manager

» High routine volume e Al handles routine claims
e Low autonomy WORK REDESIGN e Worker handles complex
 Risk: 100% Automation exceptions
» Worker manages client
relationships
» Worker performs final
adjudication

Result: Elimination of tedious work, elevation of role status/pay, and
improved service quality via human judgment on edge cases.

Human Capital
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From Static Forecasts to Dynamic Skill Sensing

71 Real-time project data, job
E\\& posting analysis, and “skill

currency” fluctuations.

&e

3 Continuous monitoring
2= rather than multi-year Real-Time (gé of which capabilities are

Agile retraining bursts

- year degrees. gaining vs. losing value.

Adaptation

“The challenge shifts from occupational mobility (moving between jobs) to
continuous skill adaptation within evolving roles.”

Human Capital
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The Safety Net is Skill Portability

Strategy: The Portfolio
Approach

Workers must build a portfolio of
transferable capabilities that act as a
hedge against specific task

Complex automation.

Problem
Solving

Systems
Thinking -
Data Point:

Displaced workers with transferable
skills experience smaller earnings
losses. Those moving to lower-skill
roles suffer permanent scarring.

Source: Nawakitphaitoon & Ormiston, 2016.
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The Meaning Crisis: Reframing Professional Identity

Old Identity: The Creator -—* New Identity: The Architect

“I draw the blueprints.” “l judge the quality.”
“I write the code.” “‘* “l architect the solution.”
“I manage the stakeholder.”

Man CONTrik

Human Capital
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Transformation is a Leadership Choice

B Transformation

Building institutional capacity
through transparency,
justice, and redesign.

Dislocation | Fork in the Road

Ignoring the dual nature of
Al leading to structural
unemployment.

1.Al transforms work from within (r=0.87 correlation).
2.Vulnerability is concentrated in admin roles.
3. The difference is the Operating Model.

“The most urgent question is not whether Al will
eliminate jobs, but whether we can adapt in time.”

Source: Manning & Aguirre (2026); Sigelman et al. (2026).
Human Capital
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