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AI’s Workforce shake-up: surprising shifts 
leaders can’t ignore

Executive Summary

The latest wave of AI news reveals a complex reality for the workplace. Over the past 48 hours, 
reports highlight both significant job losses due to automation and unexpected new job creation 
fuelled by AI. Meanwhile, employees are enthusiastically adopting AI tools but feeling anxious 
and underprepared. The message to business leaders is clear: guiding your organisation through 
AI-driven change will demand a far greater focus on people, skills, and culture than on 
technology alone.

Jobs lost and found: AI’s double-edged impact
Fresh data underscore how rapidly AI is reordering the labour market in conflicting ways. In the United 
States, an estimated 205,000 workers have already been laid off due to AI-related automation in the 
first eight months of 2026 (news.outsourceaccelerator.com [1]) - a figure that has matched the total 
number of AI-driven job cuts in all of 2025. These cuts are concentrated in roles revolving around 
routine tasks that AI handles well: customer service, data processing, entry-level coding, and back-
office support positions have been hit especially hard (news.outsourceaccelerator.com [2]). For the 
employees and teams affected, such sudden disruption can be painful and disorienting, and it’s 
triggering new waves of uncertainty across industries.

However, it’s not a simple story of decline. At the same time layoffs are making headlines, the AI 
boom is generating jobs in unexpected places. Just this week, OpenAI announced plans to create 
over 37,000 new jobs in the coming years as it expands its AI operations - and notably, around 35,000 
of those roles will be in the construction sector, building data centres and other physical infrastructure 
to support AI growth (www.forbes.com [3]). Similarly, other companies like Generac and Micron are 
investing in AI capabilities, adding hundreds of new positions and pouring billions into facilities and 
R&D to meet the rising demand for AI-enabled products and services (www.forbes.com [4]). 
Paradoxically, companies that double down on AI are not necessarily shrinking their workforces; in 
fact, those classified as intense AI adopters have been expanding headcount by over 10% on average 
- a sign that automating tasks can go hand-in-hand with creating new opportunities for people 
(www.forbes.com [5]).

The net effect of AI on employment thus far appears to be more about shifting and reinventing work 
than simply eliminating it. One Wall Street analysis estimates that AI has been responsible for roughly 
16,000 net job losses per month in the US in early 2026 (about 25,000 positions eliminated offset by 
9,000 new ones created). Globally, the outlook is cautiously optimistic: the World Economic Forum 
projects 92 million jobs will be displaced by AI by 2030 but predicts 170 million new roles will emerge, 
a net gain of 78 million. These seemingly contradictory numbers highlight an important point - the 
workforce is experiencing significant churn more than a cataclysmic collapse. Experts note that AI is 



"suppressing new hiring - especially at the entry level - far more than it’s eliminating existing jobs". In 
other words, roles and tasks are evolving: certain positions aren’t refilling or being created as they 
once were, while new types of jobs are coming to life. For leaders, this means the challenge is 
managing a rapid reconfiguration of work - finding ways to transition and reskill talent for the new 
roles AI is bringing, even as some traditional roles phase out.
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Redesigning roles, teams and workflows
Faced with these changes, pioneering organisations are proactively redesigning how work gets done 
- and who does it. In a recent survey, 78% of chief HR officers acknowledged that roles and workflows 
will need to change to fully realise AI’s value, yet just over half of companies had actually redefined 
even a single role in light of AI as of late last year (www.biztechreports.com [1]) (remote-native.com 
[2]). This gap between recognising the need for change and executing it is becoming a critical 
problem. Many firms remain stuck in a wait-and-see mode, leaving employees in legacy job definitions 
that no longer fit the tools and tasks of an AI-enabled workplace.

Forward-looking companies, by contrast, are moving fast to adjust their organisational structures. New 
high-level roles devoted to AI are emerging across industries, often commanding eye-opening 
salaries. Just this week, for example, Salesforce listed a brand-new position titled **Senior Manager, 
AI and Workforce Intelligence** - a role focused on weaving AI into the company’s talent and 
operations strategy - with a salary up to $216,000 per year (www.forbes.com [3]). Such positions 
didn’t exist even a year ago, but now other major firms are creating similar leadership roles to steer 
their AI transformations responsibly. These roles are charged with tasks like ensuring AI is 
implemented ethically, identifying where it can boost productivity, and retraining managers and teams 
to work alongside intelligent systems.

Yet true AI integration goes beyond adding new job titles. The real gains come from rethinking 
workflows and team dynamics around human+AI collaboration. Studies show that only about 10% of 
the value from AI projects comes from the algorithms or IT alone - roughly 70% of the value depends 
on complementary changes in business processes and people’s ways of working (www.bcg.com [4]). 
Organisations that take the time to map out how tasks should be split between humans and AI, 
redesign jobs to emphasise uniquely human skills, and streamline workflows accordingly are seeing 
much higher returns on their AI investments (www.deloitte.com [5]). By contrast, companies that just 
bolt AI onto existing processes without reimagining roles often find productivity gains fizzle out. The 
lesson for leaders is that “future of work” initiatives can’t be limited to tech deployment; they must 
encompass organisational change, role clarity, and upskilling to truly pay off.
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Employees: eager, uneasy, and ahead of the curve
One striking trend is that employees aren’t waiting for permission to embrace AI - and this presents 
new challenges for management. According to a U.S. Census survey, 55% of American workers 
reported using AI tools for at least some tasks at work as of March 2026 (www.census.gov [1]). Many 
employees are tapping generative AI assistants like ChatGPT to help draft emails, generate ideas, 
summarise reports, or retrieve information, often saving themselves time on routine activities 
(www.census.gov [2]). In fact, more than half of those who used AI at work said it saved them time, 
with about a third reporting that they completed tasks one to two hours faster in a single week thanks 
to AI (www.census.gov [3]). This kind of grassroots adoption shows how strongly workers see AI’s 
potential to boost productivity and reduce drudge work.

But in many organisations, management and policy have yet to catch up with this bottom-up wave. 
The result is a growing "bring your own AI" phenomenon - employees using AI on their own because 
their employers haven’t provided tools or guidelines. A Dutch study highlighted that workers across 
sectors are adopting AI far faster than companies are supporting it (nltimes.nl [4]). In highly regulated 
fields like government and education, the gap between personal use and official approval of AI tools 
is as high as 30 percentage points (nltimes.nl [5]), as teachers and civil servants experiment with 
tools such as ChatGPT and Bing Chat even though strict data rules (like GDPR) make their 
organisations hesitant to officially endorse them (nltimes.nl [6]). These unsanctioned uses create a 
significant governance blind spot: well-meaning employees may inadvertently feed confidential 
business or client data into public AI platforms, risking privacy breaches and compliance violations 
(nltimes.nl [7]). In less regulated industries, the adoption gap is narrower - many companies in tech, 
finance, and professional services are moving faster to roll out approved, secure AI solutions (for 
example, enterprise versions of Microsoft 365 Copilot) so that employees don’t feel the need to go 
“rogue.” The key insight is that employees’ enthusiasm for AI is outpacing organisational structures, 
putting pressure on leaders to provide safe, sanctioned avenues for AI use.

Employee sentiment about AI is a mixed bag of excitement and anxiety. Even as they experiment 
eagerly, many workers are worried about the personal impact of depending on AI. In a global survey 
of 2,500 workers and IT leaders, 50% of employees admitted they already rely too much on AI 
technology, and 30% said they feel they **can’t function without it** (www.goto.com [8]). More 
concerning, 39% - with younger Gen Z staff reporting this at even higher rates - fear that over-reliance 
on AI is eroding their own skills or “making them less intelligent” (www.goto.com [9]). This paradox of 
feeling both boosted by AI and beholden to it is emerging in offices around the world. Compounding 
the issue, 60% of employees say they feel a growing pressure to use AI to be productive, yet 80% 
confess they aren’t fully confident in how to use these tools properly (www.goto.com [10]). When 
people are expected to integrate AI into their jobs without sufficient training or guidance, mistakes are 
bound to happen - nearly one in four IT leaders in the survey reported that AI-related errors by 
employees have already negatively affected customers or business outcomes (www.goto.com [11]). 
This undermines trust and morale, feeding a narrative among staff that leadership cares more about 
chasing the latest tech trend than setting workers up for success.

For business leaders, the implication is that managing the human side of AI adoption is now mission-
critical. Clear policies, training programmes, and open communication are needed to channel 
employees’ enthusiasm in a safe and productive way. If workers feel thrown into the deep end with AI - 
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or fear that using it will deskill and endanger their careers - they are less likely to fully buy into new AI-
powered workflows. Addressing these concerns through upskilling, mentorship, and thoughtful 
change management will be as important to the success of AI initiatives as the technology itself.
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The leadership imperative: culture, skills & trust
All of these developments highlight that AI transformation is as much a leadership and culture 
challenge as a technical one. In fact, many CEOs are now explicitly making AI a top strategic priority. 
One recent global survey found 65% of CEOs rank accelerating AI adoption among their top three 
business priorities, a big jump from just 41% the year before (chiefviews.com [1]). This isn’t just lip 
service, either - another analysis shows corporate spending on AI is expected to roughly double in 
2026 to about 1.7% of revenues, reflecting growing investment from the very top (www.bcg.com [2]). 
And perhaps most telling of all: fully half of CEOs in that survey said they feel their own jobs are on 
the line if their AI initiatives fail to deliver results (www.bcg.com [3]). Simply put, the C-suite feels the 
urgency to get AI right.

Yet being "all in" on AI doesn’t automatically mean success - and this is where leadership must take a 
hard look in the mirror. Despite the increased attention and money flowing into AI, the majority of 
organisations are struggling to turn pilots into performance. A candid new report revealed that 75% of 
executives admit their company’s AI strategy is currently **“more for show”** - lots of talk, not enough 
action (writer.com [4]). Not coincidentally, only about 5% of organisations have actually attained 
significant financial benefits from AI so far (www.bcg.com [5]). Those that are truly succeeding - a 
small set of “future-built” companies - are pulling ahead of the pack, achieving faster growth and 
higher productivity by marrying technology with a thorough revamp of their workforce strategies 
(www.pwc.com [6]) (www.pwc.com [7]). They actively plan for AI-driven job changes, and intend to 
upskill over half of their employees to work effectively with AI, compared to only 20% of employees 
targeted for AI training at more hesitant firms (www.bcg.com [8]). These leaders also cultivate a 
culture of learning and openness: in these top-performing organisations, nearly 9 in 10 managers are 
role-modelling AI use in day-to-day decisions, versus just a quarter of managers in lagging companies 
(www.bcg.com [9]). Importantly, successful companies make AI adoption a two-way conversation - a 
Gartner study found that businesses which continuously adapt their change plans based on employee 
feedback are four times more likely to achieve their transformation goals (www.gartner.com [10]).
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External stakeholders are also turning up the heat. Regulators in Europe have begun enforcing new 
rules (under the EU’s AI Act) that classify AI systems in HR and workforce management as “high risk,” 
requiring greater transparency, bias audits, and human oversight in how they’re used 
(artificialintelligenceact.eu [11]). Labour unions, too, are entering the fray to protect workers from 
unmanaged AI disruption - from Hollywood writers demanding limits on AI-generated scripts, to 
university faculty negotiating “no replacement” clauses and guaranteed training in new contracts. Still, 
the reality is that nearly 90% of the U.S. workforce lacks union representation, leaving about 130 
million Americans without a collective voice as companies introduce AI into workplaces 
(www.axios.com [12]). This means business leaders themselves must take the lead in setting policies 
that safeguard employees’ interests and futures.

For senior leaders, the takeaway from this week’s AI and work news is a call to action: winning in the 
age of AI will require deliberate, human-centric transformation. That means resisting the temptation to 
pursue AI for AI’s sake and instead focusing on how it can augment your people’s capabilities. It 
means creating new roles and career paths, investing in reskilling and continuous learning, and 
involving employees (and even external stakeholders) in co-creating responsible AI practices. The 
organisations that thrive with AI will be those that pair technical innovation with trust, transparency, 
and a culture of adaptability. By leading with empathy and clarity, executives can harness AI’s 
immense potential while guiding their workforce through the disruption - ensuring that the people who 
drive the business forward are not left behind in the process.
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Key Statistics

•  205,000 - U.S. jobs cut due to AI in Jan - Aug 2026, matching the total AI-related layoffs in all of 
2025 ([news.outsourceaccelerator.com](https://news.outsourceaccelerator.com/ai-layoffs-205000/#:
~:text=rather%20than%20build%20internal%20teams,stated%20reason%20for%20corporate%20jo
b))

•  37,000 - New jobs OpenAI plans to create through 2032 (mostly in data centre construction 
and operations) ([www.forbes.com](https://www.forbes.com/sites/rachelwells/2026/08/21/35000-
new-ai-jobs-and-a-10-billion-bet-openai-and-others-are-hiring/#:~:text=2026%2C%2005%3A28pm%
20EDT%200%20Summary,job%20boom%20is%20benefitting%20a))
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•  Over 50% vs 20% - Share of employees targeted for AI upskilling in future-ready companies 
versus laggards ([www.bcg.com](https://www.bcg.com/publications/2026/ai-transformation-is-a-
workforce-transformation#:~:text=plan%20to%20upskill%20more%20than,time%20for%20employee
s%20to%20learn))

•  55% - Proportion of U.S. workers who have used AI for job tasks as of early 2026 
([www.census.gov](https://www.census.gov/library/stories/2026/08/ai-use-at-work.html#:~:text=by%
3A%20Renee%20Stepler%20About%2055,everyday%20work%20activities%2C%20such%20as))

•  75% - Share of executives who say their company’s AI strategy is ‘more for show’ than actual 
substance ([writer.com](https://writer.com/blog/ai-adoption-survey-2026/
#:~:text=the%20full%20picture%3A%2075,see%20the%20full%20analysis%20of))

KEY TAKEAWAY

Leaders can’t treat AI as just a tech upgrade. These developments show that winning with 
AI requires rethinking workforce strategy - from role design to reskilling to rebuilding trust - 
so people grow alongside the technology.
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