Past the Prompt

Why AL skill demand is shifting
from using to building—and how
to close the support gap.

Based on research by
Jonathan H. Westover, PhD.

Human Capital
dM Innovationg




INFLECTION POINT:
COMMODITIZATION PEAK

Surge in demand for building Al

tools and automating

(Sept 2025-July 2026).
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Commoditization has turned prompting from a premium skill into table stakes. As tools embed directly into
mainstream software, organizations no longer need users; they need builders who can capture measurable ROI.

(Source: Workday Global Workforce Report, Oct 2026).
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Organizations must elevate capability
far beyond basic literacy.

Rung 3: Building
Automating workflows,
chaining steps, and creating
custom assistants.
Status: High Demand.

Rung 4: Stewardship
Redesigning entire teams
around Al, governing risk,
and coaching others.
Status: Critical Scarcity.

Rung 2: Fluency
Integrating Al into
everyday tasks and
judging output quality.
Status: Stalling.

Rung 1: Literacy
Knowing how to
instruct approved
tools safely.
Status: Saturated.

Rung Saftiry Ladder
Automating workflows,
chaining steps, and
creating's custom
assistantiants.

Status: Stritical.
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A dangerous gap has opened between
ambition and organizational support.
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Employee R = Employer
Readiness <2 Support
79% of workers M”””””ﬂ Only 66% report
know exactly what The Warning Signal their employer
new skills they : o | actually helps them
need to succeed. While leaders demand faster reskilling, job develop those skills.
requisitions for management fell 7% and training
() @ skills plummeted 13%. Organizations are actively
dismantling their teaching capacity at the exact
y |

moment they need it most. ‘ §5 l
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= I 40% of leaders expect Al to boost output from current staff (vs. 28% expecting

l headcount reductions). This bet fails without a supported bridge. (source: workday, oct 2026)
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Literacy without structural judgment destroys organizational value.

Zone 2: Outsi

When tasks fall
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(Literacy alone)

| capabilities, quality collapses. Al
L J[ creates highly confident errors.
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Zone 1: Inside the Frontier
(Fluency)

| When tool capabilities perfectly
match the task, users complete 12.2%

| more tasks and work 25.1% faster.
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Source: BCG field experiment with 758 consultants (Dell’Acqua et al., 2023).

Strategic Takeaway:
A workforce trained only to prompt—
without the system-level judgment of a

processes where it does harm.

Builder—will confidently deploy Al into
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Transitioning from fragmented courses
to a unified capability engine.

Closing the support gap requires an evidence-based system, not a lunchtime webinar series.

2. Fund and
Protect Time.

1. Map Capability via
Skills Architecture.

4. Scale Through
Local Champions.

3. Learn by Building
in the Flow of Work.
. .
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01 I Map ca.pablllty dynam|ca"y Field Evidence:
torole architectures. ATST & Amazon.

Both deployed tiered, role-mapped
pathways linking specific

learning resources directly to
future business requirements.
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The Action:

Discard static annual
taxonomies. Map specific
capability rungs (Literacy,
Fluency, Building,
Stewardship) to specific
role families.
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The Blueprint: Ste\xlardship :

» Live Demand Signals: Refresh skill ;
priorities quarterly using internal Agile
requisitions and external labor data. Execution = ,

- Demonstrated over Declared: Assess > Etratgg;‘c
building capability through working orasight
artifacts, not self-reported surveys.
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02 / Fund credentials and fiercely
protect learning time.

The Action:

Treat a few hours of introductory
training as the floor, not the finish
line.

XXX

The Blueprint:

« Schedule Protected Time: Mandate
manager-endorsed, in-work hours
dedicated entirely to Al practice.

« Fund Portability: Pay for recognized
certifications with labor-market
value to signal genuine investment
in the employee.

« Target the Frontline: Prioritize
less-experienced staff where
productivity gains are empirically
highest.

OO0

Protected, Credentialed
Learning Time.

Field Evidence: A
i

Walmart.

Launched free, credentialed Al
certifications specifically targeting
frontline associates, bridging the
two-speed workforce divide.
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03 / Drive learning through real-world building sprints.

Real Problem

.

Shared Library ||

Safe Sandbox

PwC Digital Accelerators.

Abandon the one-off ¢ Project-Based Sprints: Time-boxed builds solving genuine team
hackathon. Enable deliberate, pain points.

: 5 150+ hour skill badges tied to validated
sustained practice on real,

Sl e » Validated Badges: Recognize working products, not course completions. | products, resulting in a Digital Lab with
i Ul s * Reuse Libraries: Make automations shareable so individual S snared Wolkilow assels and
L _Jj|L learning compounds into organizational capabilty. L millions of automated runs. |
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04 / Decentralize expertise through local champions.

The Action:

Al capability spreads socially. Centralized HR cannot
coach thousands of specific workflow automations.

The Blueprint:

+ Embed Local Experts: Place champions inside
specific business units, close to the actual work.

+ Equip Managers: Train managers not to be Al
experts, but to recognize good use, ask critical
questions, and protect their team's learning time.

+ Normalize Imperfection: Create the psychological
safety required to share half-working prototypes.
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Field Evidence: Moderna / JPMorgan Chase.

Top 100 power users identified via usage data and ﬁ
embedded locally; resulting in 750 custom GPTs Mll |
built across the enterprise in just two months.
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05 / Measure business outcomes rather than tool usage.

f
A Measuring Usage (Danger) A

XX XX
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The Action:

Do not measure logins or prompt volume. Measure better
work, faster cycle times, and workflow redesign.
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The Blueprint:
» Make Builds Visible: Invite employees to document
successful automations in performance reviews.

» Open Mobility: Create project-based internal pathways so
newly skilled builders can deploy their skills across teams.

£]

- {0} Field Evidence: Shopify vs. Duolingo
- ——————re —i

-1 Shopify: Teams must justify ‘not” using Al before
7% | requesting headcount.

Duolingo: Experimented with grading employees
on Al usage, but pivoted back to pure outcomes
when the metric pushed Al into places it didn't
belong.
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The strategic playbook for building Al capability at scale.

The Response

The Core Practice

The Common Pitfall

ARRRRT

Map Capability

Live demand signals &
demonstrated skills

The static, multi-year
HR taxonomy.

Fund Time

Manager-endorsed hours
& portable credentials

Literacy programs with
no follow-up.

Learn by Building

Sprints, sandboxes &
shared reuse libraries

The hackathon that
goes nowhere.

Scale via Champions

Embedded experts &
psychological safety

Unfunded volunteer
enthusiasm.

Align Expectations
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Measure outcomes &
make builds visible

Vanity metrics and
tracking simple logins
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Pillar 3: Cultivating e
Stewardship & Judgment | SCAFFOLDING

FRAMEWORK
Developing the mindset to govern risk,
enforce quality standards, and redesign
work—capabilities that retain value oy
regardless of which software vendor wins. P A
ADAPTABLE
CAPABILITY L
Pillar 2: Rebuilding the > R
Teaching Organization y
A
Making coaching part of the job description.
Reversing the dangerous cost-cutting of Q%NU'?TT%\DL
management and peer-training roles. — LAYER
- A4
Pillar 1: Skills Intelligence N
as Infrastructure i
Triangulating live internal requisition data g 1 !
with external market signals to spot skill - S é?ﬁﬁo?ri’?z’ﬂ”éf\ss
half-lives before they expire. LOAD-BEARING l
by CONCRETE BASE
e ———— ]
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Retire literacy as the finish line.

Business
Employee Outcome
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J “Leaders who expect Al to help them get more from their current workforce are making a {
B reasonable bet. But it is a bet on development. And development requires investment.” N
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