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Technology investments fail without corresponding structural redesign
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The Al lllusion The True Imperative

(o) « Alis treated as a tool; = (o) « Value captured;
65 /0 of |arge operational friction; Only 1 5 20 /0 operational efficiency;
organizations pilot Al. limited ROI. enterprise-wide restructuring for Al. competitive advantage.

Al is not an incremental tool to be handed to traditional job roles; it is an autonomous actor that breaks traditional organizational containers.
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Agentic systems challenge the
fundamental definition of a job

Early/Generative Al

Agentic Al

— Nature: Rule-based &
Task-focused.

— Human Role:
Director/Operator.

— Structural Impact: High
(Manual labor displacement).

— Nature: Pattern-matching &
Output-generating.

— Human Role: Prompt
Engineer/Editor.

— Structural Impact: Moderate
(Task augmentation within
existing roles).

— Nature: Autonomous, goal-
seeking, workflow-
completing.

— Human Role:
Orchestrator/Quality Assurer.

— Structural Impact: Disruptive
(Challenges departmental
boundaries and reporting lines).
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When work is accomplished by autonomous agents rather than human employees
in defined roles, legacy organizational containers become obsolete.
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The dual impact of unmanaged Al creates
an unstable organizational equilibrium

The Human Toll ©

¢ Job Polarization: Expanding
high-skill/low-skill divide;
collapse of mid-skill routine roles.

Motivation Loss: Shift from
primary creator to output
verifier (e.g., radiologists
checking diagnostics).

Career Breakdown:
Erosion of the traditional
junior-to-senior
development pipeline.

The risk is short-term efficiency at the cost of
long-term adaptability and workforce wellbeing.
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o Performance Potential

14% productivity improvement
in customer service by
redesigning interactions
(Brynjolfsson).

Accelerated innovation, rapid
scalability, elevated
performance for less
experienced workers.
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A men e
The 6-part blueprint for Al-era organizational architecture

You Are Here

1.IT/HR Convergence: 2. Al-First Work Design:
Merging technological capacity 2 / Reversing the automation logic.
with workforce planning. 3

' Adaptive
Human-Al .
J\ Collaboration )

5. Partner Ecosystems:
Shifting to outcome-based
external relationships.
3. Dynamic Metrics:
Measuring Total
Intelligence Cost.

4. Diversified Talent: = ) s 6. Capability at Scale:
Orchestrating blended > > e Engineering systematic
ecosystems. : i - unlearning and relearning.
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Silos between Information Technology and Human Capital must dissolve

When spinning up an Al agent is a direct alternative to hiring a human employee, capability planning requires integrated analysis.

Unified Planning Councils:
Joint decision-making on
capability development across
IT, HR, and Finance.

oo o%o
Hybrid Leadership Roles: i
The rise of Chief Talent &

=0 Information °": 2 ; _ " Tgchnology Ofﬁ.cers bridging
Technology ) ‘ i - 1 ; g distinct professional cultures.

b =, = @
Shared Performance )
Frameworks: Evaluating both
functions against common
organizational outcomes.

Moderna integrates IT and HR leadership to make holistic decisions about human versus artificial intelligence.
Unilever utilizes unified teams to redesign recruitment, blending Al screening with preserved human connection points.
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Al-First work design reverses the
traditional automation logic

Traditional: Human-First

[Human Executes Task] (— f>§ [Al Assists/Formats] f > | [Human Delivers Output]

Al is treated as a supporting infrastructure tool.

The Shift: Al-First

[Human Sets Goals,
Checks Quality, [Outcome Achieved]
Manages Relationships]

[Al Executes Initial
Workflow]

Humans navigate ambiguity and ensure contextual appropriateness.

®

Case Evidence: JPMorgan Chase redesigned legal workflows around Al initial analysis,
saving 360,000 hours of document review while refocusing attorneys on complex
_ hegotiation and advisory.
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Design Requirements

- Transition to outcome-
focused, rather than
process-focused,
organizational units.

- Create deliberate
Escalation Pathways from
Al to human attention.
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Traditional headcount metrics must
evolve into Intelligence Economics

Total Intelligence Cost Output Quality Framework Learning Velocity

Accuracy

Compensation

Stakeholder Contextual
Satisfaction Appropriateness

Al Operation/
Infrastructure

(Human Compensation + Al Operation/Infrastructure)

Creativit
Reducing headcount while expanding Al may look ) Shows how rapidly the combined Human-Al

efficient, but requires unified cost evaluation. system improves performance over time.

L @

Case Evidence: Salesforce measures combined human and Al contributions to customer success,
analyzing satisfaction and cost-per-resolution across both intelligence types.
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Capability orchestration replaces traditional
employment monopolies

The Core: I Strategic Imperatives
Traditional Employees \

(Deep organizational knowledge, - Platform-enabled work
culture stewardship, continuity). allocation systems matching
projects to capability
sources based on cost and
The Inner Ring: availability.
Contingent/Fractional Experts
(Specialized capabilities, dynamic
capacity, project-based work).

- Deliberate knowledge
capture systems to
institutionalize learnings
when contingent workers
disengage.

N TheOuter Ring: Al Agents
(Defined analytical tasks,

continuous production, rapid
scaling). /
I N

Case Evidence: Upwork utilizes blended models combining core employees for platform
continuity with fractionalized experts for specific initiatives.
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Partner ecosystems transition from labor-time to value-outcomes

Legacy Vendor Model Al-Era Partner Model

e Pricing: Labor-time based Pricing: Outcome and value-based
(billable hours). structures.

o Definition: Prescribed human ; Definition: Capability-based
staffing levels. (agnostic to human vs. Al execution).

¢ Relationship: Transactional ‘ @ Governance: Complex IP
service delivery. frameworks for Al models and
shared training data.
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Capability development demands systematic unlearning and relearning

The Learning Ecosystem

1. Universal Al Literacy: Foundational
understanding of Al capabilities, limitations,
and ethics for all staff.

. Safe Sandboxes: Hands-on experimentation
environments without operational risk.

. Peer Networks: Informal knowledge sharing
outside formal instruction.

4. Career Pathway Redesign: Rebuilding the
junior-to-senior pipeline disrupted by
automation.

|
Case Evidence: Walmart's capability engine combines technology academies, academic partnerships,
and tuition support, proving that Al's value relies entirely on workforce capability to leverage it.
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Continuous evolution requires adaptive structural ambidexterity

Flexible Project-
Based Teams

Operations |

Adaptive

e
Network

Foundation

Core Design Principles

<=+ Modular Structures: Work « Mission-Based Units: » Dynamic Team Formation: « Distributed Authority: Pushing
«@ separated into components with Organizing around targeted Temporary configurations that decision rights to frontline
clear interfaces, allowing outcomes rather than static assemble around specific teams who learn what Al/Human
Al/Human swapping without functional activities. objectives and organically combinations work best locally.

enterprise-wide disruption. dissolve upon completion.
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Psychological safety is the foundational infrastructure of transformation

eadership Mandates

- Radical Transparency: Openly sharing strategic
intentions and workforce impacts, even when
technological trajectories remain uncertain.

- Inclusive Redesign: Involving employees in defining
how Al integrates into their specific workflows,
rather than imposing top-down mandates.

- Direct Acknowledgment: Confronting
uncomfortable realities regarding status shifts
and career trajectory changes openly.

Employee resistance emerges less from the technology itself, and more from perceived unfairness, 7
information asymmetry, and exclusion from the redesign process (Kotter & Schlesinger).
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The enduring human value proposition lies in the un-automatable core

Contextual Judgment

ACI:ExeS.‘lﬁion Making decisions that incorporate
apab iy organizational values and human ethics.

Complex Relationships

Building the trust and emotional depth
required for meaningful stakeholder alignment.

The Human
Contribution

Creative Problem Framing

While Al generates solutions, humans must
navigate ambiguity to define which problems
are actually worth solving.

Strategic Takeaway

Organizations must move beyond abstract claims of human creativity and build concrete
competency frameworks that map to these specific, irreplaceable skills.
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Institutional learning capacity is the
ultimate competitive advantage
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The Al era demands organizational designs we
cannot fully anticipate today. The goal is not a

single optimal structure, but the institutional
learning capacity to evolve continuously—
anchored always by human purpose.
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