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Executive Summary

Enterprises have spent two years and enormous budgets getting Al models into production. Far fewer
have spent a comparable effort rethinking the jobs, teams, and career paths those models now touch.
Deloitte's State of Al in the Enterprise report found that 84% of companies have not redesigned work
around Al capabilities, even though most expect substantial job automation within three years. That gap
— between what leaders expect Al to do and what they've actually restructured to handle it — is the
single biggest risk sitting inside most Al programs today. This paper argues that workforce transformation
is not the "soft" follow-on to an Al strategy; it is the strategy, and companies that treat literacy, job design,
talent, and operating model as one connected problem — rather than four separate initiatives — are the
ones who will actually capture the value they've been promising their boards.

1. The Gap Between What Leaders Expect and What They've Built

Ask a room full of executives whether Al will change how work gets done at their company, and nearly all
of them will say yes, often emphatically. Deloitte's January 2026 survey of 3,235 leaders found 82%
expect at least 10% of jobs to be substantially automated within three years, and more than a third
expect that scale of change within the next twelve months. These are not modest numbers. They
describe a workforce most companies believe is about to look meaningfully different.

Then ask those same executives what they've actually done to prepare their org chart for that change,
and the answer gets quiet. Only 16% have not redesigned jobs or work at all — meaning 84% have
made no structural changes to roles or workflows despite believing the ground is about to shift under
them. This is not a minor lag. It is a strategy sitting on top of an organization that has not been asked to
change shape to receive it.

We see the mechanics of this gap constantly in our own work. A company builds a genuinely good Al
capability — the model works, the pilot succeeds, the demo lands well in the steering committee meeting
— and then the capability sits underused because nobody rewrote the job description of the person
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meant to use it, nobody clarified whether it changes their performance review, and nobody built the
internal muscle to maintain it once the initial excitement fades. The technology cleared the bar. The
organization didn't get the memo.

2. Training Is Not Redesign, and Confusing the Two Is Expensive

Here is where most companies' response goes wrong, understandably: they reach for training. Deloitte
found that 53% of companies are focused on educating employees to raise general Al fluency — by far
the most common response to the skills gap. That's not a bad instinct. It's an incomplete one. Far fewer
companies are doing the harder work underneath it: only 36% are redesigning career paths and mobility,
and just 33% are assessing what talent and hiring needs actually look like against where Al is taking the
business.

Training answers "how do | use this tool." It does not answer "what is my job now," "what happens to my
career path if half my old tasks disappear," or "who do | become if this software does the parts of my role
| used to be measured on." Those are structural questions, and no amount of enablement content
resolves them. A logistics company Al director captured the right ambition in Deloitte's research: the goal
isn't reskilling people to survive Al, it's enabling "today's pricing analysts to become pricing strategists" —
a genuine elevation of the role, not a defensive crouch around it.

Literacy still matters enormously, and it has to be built on a real foundation. Informatica's 2026 CDO
Insights survey found 75% of data leaders believe their workforce needs upskilling in data literacy and
74% in Al literacy specifically to use Al outputs responsibly — with 54% saying both gaps need closing
together, because you cannot evaluate an Al answer if you don't understand the data underneath it. That
same research surfaced something we consider a quiet warning sign: 65% of leaders say most of their
employees already trust the data behind their Al tools. High trust sounds like a win. It's only a win if the
underlying data and the employee's ability to evaluate it actually earned that trust. Confidence without
capability is how bad decisions get made faster and with more conviction.

3. Culture Eats Your Rollout Plan If You Let It

There is a version of this transformation that fails not because the technology or the org design was
wrong, but because the people living through it never trusted the process. Pew Research data cited in
Harvard Business School Online's analysis of Al adoption barriers found 52% of workers are concerned
about how their employer will use Al, and 33% feel overwhelmed by the pace of change. That's not
resistance to Al itself — it's resistance to ambiguity. People can generally accept that a role is changing.
What erodes trust fast is not knowing whether the change means growth or elimination, and finding out
secondhand.

Worker sentiment toward Al, in Deloitte's data, is genuinely mixed but leans workable: 13% of
non-technical employees are highly enthusiastic and already seeking out ways to use Al, 55% are at
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least open to exploring it, 21% will use it if required but would rather not, and 4% actively distrust and
avoid it. Read that distribution carefully and the strategic implication is clear — the overwhelming majority
of your workforce (68%) is persuadable. They are not the obstacle. They are the opportunity, if you're
honest with them about what's changing and give them a real path through it.

IBM's research on Al adoption challenges adds a data point worth sitting with: roughly 27% of employees
report already experiencing disruptive workplace changes from Al adoption. That disruption is happening
whether or not a company has a change management plan for it. The only choice a leadership team
actually has is whether that disruption is narrated honestly, with real investment in onboarding, peer
learning, and Al-literate leadership — or whether it's left to rumor and Slack channels.

There's a pacing lesson here too. HBS Online's analysis flags "premature scaling" as a distinct failure
mode: rolling a capability out enterprise-wide before it has earned trust in a contained group. The
recommendation — reach 75-85% adoption within a pilot cohort before expanding further — is really a
statement about sequencing trust-building ahead of scale, not just technical readiness ahead of scale.
Roll out too fast and you don't just risk a technical failure; you risk teaching the rest of the organization
that Al initiatives are something to be quietly ignored until they blow over.

4. New Work Needs New Roles — and an Operating Model That
Can Hold Them

Assume a company gets the first three things right: it redesigns jobs deliberately, builds real literacy, and
manages the culture honestly. There's still a structural question left unanswered — who runs this, on an
ongoing basis, once the pilot is a proven success and needs to scale?

This is where new roles start to matter. Al operations managers who own the operational health of
deployed models. Human-Al interaction specialists who design how employees and Al systems actually
hand work back and forth. Quality stewards who own the ongoing question of whether outputs can still be
trusted as data and context shift. These roles barely existed inside most enterprises three years ago.
Deloitte's research shows the market is aware they're needed — insufficient worker skills is named the
single biggest barrier to integrating Al into the business — but the response has been undersized relative
to the problem, with fewer than half of companies making significant talent strategy adjustments at all.

Structure follows role. Deloitte found that 53% of companies have seriously considered moving to flatter,
pod-based, non-hierarchical team structures — an operating model better suited to Al-augmented work,
where small cross-functional teams can move as fast as the tools now let them. But only 16% have
actually made that shift to a great extent. That's a 37-point gap between conviction and execution, and it
tells you the barrier isn't belief. It's a lack of a concrete plan for getting there.

A brief illustration. Consider a mid-sized enterprise that stands up an Al pilot inside one division — say,
a forecasting model that meaningfully improves planning accuracy. It succeeds. Leadership wants to
scale it company-wide. Without redesigned roles, that scaling effort typically falls to whichever team built
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the pilot, who now inherit ongoing support on top of their original job, with no formal mandate, no
dedicated budget, and no career incentive to keep doing it well. The model degrades quietly over the
following year, not because it was technically flawed, but because nobody owned it structurally. This is an
extremely common pattern, and it is entirely preventable with the right operating model in place before
the pilot succeeds — not scrambled together after.

The operating model we've found works best in this scaling moment has three parts working together: a
central Al Center of Excellence that brings deep organizational context and the cross-division reach to
identify which initiatives actually deserve investment; an internal delivery team that owns the data
pipelines, ongoing model support, and long-term accountability; and a specialized outside partner who
brings AlI/ML engineering depth, proven playbooks, and objectivity the internal team doesn't have to
invent from scratch. The explicit design goal of this model is that the internal team ends up owning and
running what gets built. A partner's job is to build capability inside the organization, not create a
permanent dependency on the partner. If your Al initiatives still need an outside firm in the room a year
after they launched, the operating model — not the technology — is what failed.

5. Choosing the Right Starting Point

None of this requires transforming the entire organization on day one, and attempting that is usually how
these programs die. What it requires is picking the right place to start and being disciplined about it. We
evaluate a candidate pilot — whether it's an Al capability itself or the workforce redesign around one —
against four qualities: the data it needs actually exists and is accessible; there's a business owner who
personally cares about the outcome and will clear obstacles when things get hard, not just sponsor it on a
slide; success is measurable within a defined window, not an open-ended aspiration; and if it fails, that
failure doesn't cause a crisis. That fourth quality matters more than it sounds — it's what gives you
permission to actually learn from a pilot instead of quietly protecting it from honest evaluation.

Notice that the second quality — an owner who personally cares — is a workforce question as much as a
project management one. Identifying that champion, giving them real authority, and building the literacy
and structure around them is the connective tissue between everything in this paper. Redesigned jobs,
real literacy, honest culture, new roles, and the right operating model all depend on someone inside the
business who is invested enough to make them stick.

Where to Start

If your organization recognizes itself in the 84% — technology moving faster than the org chart
underneath it — here is where we'd suggest starting:

1 Audit the gap directly. Map your current Al capabilities and roadmap against your current job
descriptions, team structures, and career paths. Most companies have never done this comparison
explicitly, and the gap is usually larger and more specific than leadership assumes.
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2 |dentify your champions before you identify your use cases. Find the business owners across the
organization who would personally care about an Al initiative succeeding in their area — not just
sponsor it. Build the pilot around them, not the other way around.

3 Redesign one role all the way through, as a proof point. Pick a single function poised for real
change and take it through the full arc — literacy, workflow redesign, new responsibilities, a real
career path forward — rather than launching training everywhere at once. Use it to learn what
redesign actually requires before scaling the approach.

4 Design the operating model before you need it. Decide now who owns Al initiatives once a pilot
succeeds — the Center of Excellence, the internal delivery team, the outside partner, and where
accountability sits between them — so scaling doesn't default to whoever happens to be in the room
when the pilot proves out.

The companies that will separate themselves over the next three years won't be the ones with the most
sophisticated models. They'll be the ones whose organizations were actually built to run them.
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