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Executive Summary

85–92 million jobs displaced globally by 2030. 97–170 million created (WEF). The net number is
positive. The transition is not. 60% of jobs face significant task-level changes. 49% already use AI
for 25%+ of tasks (Anthropic). 14% of the global workforce may need career changes (McKinsey).

Only 7% of enterprises achieve “Dynamic Organization” status with continuous transformation
(Gloat) — and they are 20x more productive. 95% of GenAI pilots fail meaningful impact (MIT). The
problem is not the technology. It’s the absence of a workforce transition architecture.

Metric Value

Jobs displaced by 2030 (global) 85–92M (WEF)

Jobs created by 2030 97–170M (WEF)

Jobs: significant task changes 60%

Jobs: AI for 25%+ tasks 49% (Anthropic)

Workers: 50%+ tasks impacted 19% (OpenAI)

Career changes needed by 2030 14% (~400M, McKinsey)

“Dynamic Organization” status 7% (Gloat)

Dynamic orgs: productivity edge 20x

GenAI pilots failing impact 95% (MIT)

Employees: struggle with AI 54%

Plan to retrain workforce 32% avg (McKinsey)

AI-skill wage premium 56% (up from 25%)

AI-exposed productivity growth 27% (vs 7% prior)

Middle mgmt: 50%+ cut by 2026 20% of orgs (Gartner)

Managerial tasks: GenAI impact 43% (BearingPoint)

Colorado AI Act effective June 30, 2026
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1. Task Redesign, Not Job Collapse

The Task-Level Reality

What the Data Shows Value Source

Jobs: significant task changes 60% National University

AI for 25%+ of tasks 49% Anthropic

Workers: 50%+ impacted 19% OpenAI

AI-exposed tasks: important 77% Pew Research

Technically automatable today 11.7% Exploding Topics

Automation exposure (decade) 47% Exploding Topics

Career changes by 2030 14% (~400M) McKinsey

60% of jobs face task changes. But only 11.7% are fully automatable. The gap is where
workforce strategy lives. The correct unit of analysis is the task, not the job.

How Tasks Redistribute

Task Category What Happens Example

Routine info
processing

Automated
Data analysis,
report generation

Coordination
and routing

Automated /
agent-assisted

Scheduling,
approval routing

Judgment under
uncertainty

Augmented
Complex decisions
with AI data

Relationship
and context

Remains human
Client relationships,
negotiation

Exception
handling

Shifts to human
AI handles rule;
human handles exception

Creative
synthesis

Augmented
Strategy, design,
narrative

Middle-Layer Compression



— 4 —ThorstenMeyerAI.com February 2026

Middle Management Impact Value Source

Managerial tasks: GenAI impact 43% BearingPoint

Tasks augmented 19% BearingPoint

Tasks automated 24% BearingPoint

Orgs cutting 50%+ middle mgmt 20% by 2026 Gartner

Expected reduction 10–20% Industry consensus

“The risk is not that middle managers disappear. It’s that organizations
compress the layer without redesigning it.”
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2. The Workforce Transition Architecture

Job-Title vs Task-Level Planning

Traditional Task-Level

“We need 12 analysts” “47 tasks; 30 automatable”

“Reduce headcount 10%” “Redistribute 35% routine tasks”

“Hire AI engineers” “Reskill 3 analysts to supervise”

“Eliminate the role” “Decompose → automate → redesign”

Annual workforce plan Continuous task-exposure assessment

Redeployment Infrastructure

Element What It Requires

Internal talent marketplace Match freed capacity to open demand

Skills adjacency mapping Identify transferable skills to emerging roles

Transition pathways Documented routes from exposed to growing roles

Time-to-productivity Realistic reskilling-to-competency timelines

Retention during transition Compensation/career guarantees

The Three-Lever Strategy

Lever What It Means Who Does It Best

Reskill Retrain existing workforce ~50% of top performers

Insource Bring strategic tech in-house ~50% of top performers

Targeted hire Recruit for specific gaps Complement, not primary

Leaders are 3.1x more likely to prefer replacing vs retraining. But the 7% that achieve
20x productivity do so through internal mobility and reskilling — not replacement

cycles.
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3. Board-Level Metrics

Traditional workforce metrics — headcount, cost-per-hire, turnover — fail to capture whether AI
transformation creates sustainable value. Four metrics replace them.

Metric What It Measures Target

Automation-adjusted
output per team

Combined AI+human
output vs baseline

Sustained
positive delta

Redeployment rate
from exposed roles

Workers moved to
new/redesigned roles

>70%

Training-to-placement
conversion

Enrolled → placed
in target roles

>60%

Wage/progression
dispersion

AI-skill premium,
intra-function spread

Narrowing
or stable

Productivity context: AI-exposed industries: 27% productivity growth (2018–2024) vs 7%
(2018–2022). AI-skill wage premium: 56% (up from 25%). Revenue per employee: 3x higher in
AI-exposed sectors.

Involuntary separation rate (AI-exposed roles): target <15%. High automation + low
redeployment = shedding capability, not redesigning it.

“A high automation rate with a low redeployment rate means the firm is
shedding capability, not redesigning it.”
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4. What to Watch

Middle-Layer Role Compression

Signal What It Means

Spans of control expanding Fewer managers per team

Coordination roles eliminated AI handles routing/aggregation

“Player-coach” models Managers take on direct execution

Strategic roles growing Decision architects, exception mgrs

Junior analyst consolidation First-pass analysis automated

Skill Bottlenecks

Bottleneck Why It Matters

AI workflow supervision Someone must monitor AI in production

Exception handling Humans handle what falls outside rules

AI interaction skills Effective AI use requires specific skills

Output validation Human judgment on AI-generated work

Cross-system integration Managing AI across functions

Regulatory Pressure

Regulation Key Requirements Timeline

Colorado AI Act
Risk mgmt, annual
impact assessments

June 30,
2026

Illinois HB 3773
Anti-discrimination
for AI employment

Active

EU AI Act
(employment)

Transparency, human
oversight, explanation

High-risk
category

Federal proposals
AI-affected personnel
reporting, oversight

Emerging

State proliferation
Disclosure, fairness
testing, appeals

700+ bills
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Firms that build task-level workforce planning now are simultaneously building the
compliance infrastructure that regulation will require.
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5. Practical Actions

1. Decompose roles into task-level maps. Select 5–10 high-volume roles. Map 15–30 tasks
per role. Assess: automate, augment, or keep human. Repeat quarterly.

2. Build redeployment infrastructure before you need it. Internal talent marketplace, skills
adjacency mapping, documented transition pathways, redeployment KPIs in leadership
dashboards.

Component Timeline

Talent marketplace platform Q1–Q2 2026

Skills adjacency mapping Q2 2026

Transition pathways (top 10) Q2–Q3 2026

Redeployment KPIs in dashboards Q3 2026

First cohort measured Q4 2026

3. Implement board-level workforce transition metrics. Automation-adjusted output,
redeployment rate (>70%), training-to-placement (>60%), wage dispersion, involuntary
separation (<15%). Quarterly reporting.

4. Redesign middle management, don’t just compress it. Information aggregator → decision
architect. Status reporter → exception manager. Approval bottleneck → AI delegation policy
designer.

From To

Information aggregator Decision architect

Status reporter Exception manager

Approval bottleneck AI delegation policy designer

Meeting coordinator Cross-functional integrator

Performance monitor Human-AI workflow optimizer

5. Track regulatory compliance readiness. Task-level AI documentation, impact assessment
capability, fairness testing, disclosure/notification, and appeals processes. Colorado June 2026
is the leading edge.
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The Bottom Line

85–92M jobs displaced. 97–170M created. 60% face task changes. 49% already use AI for 25%+
of tasks. The collapse narrative is wrong. The transition challenge is real.

The 7% that achieve continuous workforce transformation are 20x more productive. The 95% of
GenAI pilots that fail do so because the technology outran the organizational architecture that
makes it sustainable.

The near-term reality is not mass job collapse. It is uneven task redesign. The
firms that plan for tasks — not headlines — will keep both the productivity

gains and the people.

The fastest way to waste an automation investment is to cut the headcount
before redesigning the roles.

Thorsten Meyer is an AI strategy advisor who has noticed that the fastest way to waste an automation
investment is to cut the headcount before redesigning the roles — and the second-fastest is to redesign

the roles without asking what the humans are actually good at. More at ThorstenMeyerAI.com.

Sources

1. WEF — 85–92M Displaced, 97–170M Created by 2030

2. Anthropic / OpenAI — 49% AI 25%+ Tasks; 19% 50%+ Impacted

3. McKinsey — 14% Career Changes by 2030 (~400M)

4. McKinsey — Retrain 32%; Insource + Reskill + Hire

5. Gloat — 7% Dynamic Orgs; 20x Productivity

6. MIT / Gloat — 95% GenAI Pilots Fail; 42% Abandoning

7. BearingPoint — 43% Managerial Tasks Impacted

8. Gartner — 20% Orgs Cut 50%+ Middle Mgmt by 2026

9. Dallas Fed — AI Productivity: 7% → 27%; Wage Premium 56%

10. Dallas Fed — Computer Systems: 16.7% Wages, −5% Employment

11. Pew Research — 77% AI Tasks Important to Jobs

12. IMF — 60% Advanced Jobs Exposed; 47% Emerging

13. Colorado AI Act — June 30, 2026 Deployer Framework

14. Illinois HB 3773 — Anti-Discrimination for AI

15. EU AI Act — Employment as High-Risk
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16. Exploding Topics — 11.7% Automatable; 47% Exposure

17. PwC CEO Survey — 53% Out of Business in 10 Yrs

18. National University — 60% Task-Level Changes

19. Baker McKenzie — Workforce Transformation + Fairness

20. SHRM — New AI Regulations for HR (2026)
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