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What about 

my job?

• A tsunami is coming

• Big leaps in performance are getting faster

• AI is being used to create itself

• AI is a general substitute for cognitive work

The Fear



Crossroads 2026
April 14th 2026 5

The Industrial Revolutions

• 1st Industrial Revolution 1750-1850

Manual production → machines
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The Industrial Revolutions

• 1st Industrial Revolution 1750-1850

• 2nd Industrial Revolution 1850-1950

• 3rd Industrial Revolution 1950-2010

Manual production → machines

Assembly lines; telegraph; electricity

The digital revolution; containers

• 4th Industrial Revolution 2010– 

Widespread use of connected devices; IoT, AI, 

conversational computing…

• 5th Industrial Revolution 2023– 

Large language models, advanced AI-based models, 

integration of AI into business processes.
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After a short-term pain, there was a massive gain.

Example: 

Ford’s conveyor belt → emergence of the middle class, 

infrastructure, hospitality industry

Will the pattern continue with the new technology?

In the Past
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Workforce Modeling
We use machine learning to model job profiles at the task level.

AI Exposure
We build new AI exposure metrics through news articles and natural language processing. 

Organization Dynamics
We map private and public organizations using our models to find where AI initiatives can generate ROI.
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The AI Effect

April 2nd 20206 
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ML

Rule 

based

What is AI?

AI – An overview

Based on stochastic or deterministic rules.

Example:

• Newsvendor model

• Economic order model

Learns from the data it sees.

Example:

• Dynamic pricing @Uber

• Generate text based on a prompt @OpenAI

Deep learning

Reinforcement learning

Non-Exhaustive View

A machine able to simulate a 

human decision.

AI
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The Impact of AI

The effects of technology on jobs.

1. Automation

Workforce
Deskilling

Outcome
Mass production, lower cost.

Requirement
Narrow and specialized tasks
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The Impact of AI

The effects of technology on jobs.

1. Automation

Substituting Humans

Driver: Taylorism and scientific management

1. Map a job into processes

2. Make specialized roles for each process

3. Automate processes iteratively

Workforce: Deskilling

Outcome: Mass production; economic boom; new industrial sectors.
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The Impact of AI

The effects of technology on jobs.

2. Augmentation1. Automation

Workforce
Deskilling

Outcome
Mass production, lower cost.

Requirement
Narrow and specialized tasks

Workforce
Upskilling

Outcome
Workers remain necessary
Increased efficiency 

Requirement
Tasks that can be accelerated.
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The Impact of AI

The effects of technology on jobs.

2. Augmentation

Complementing Humans

Driver: Digitalization and communication systems 

Workforce: Upskilling

Outcome: Increased efficiency; workers remain central to the job.

Edge against automation: Adaptability, changing context; unstructured data. 
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The Impact of AI

AI Capabilities

Codified knowledge

Definition: 

Well-defined tasks, systematic workflows.

New Ability:

Manages unstructured data and scale.

Workforce involved:

Entry-level workers

Tacit knowledge

Definition: 

Tacit, company-specific, interpersonal.

Limited Ability:

Unwritten rules, on-the-job heuristics.

Workforce involved:

Medium-level+ workers
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The Impact of AI

Entry and junior level workers
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The Impact of AI

Is AI the 5th Industrial Revolution?

The AI shift

Codified knowledge was not automatable; AI solves it.

• Driver: AI can manage unstructured data, flexibility, and scale.

• Workforce: Upskilling or deskilling.

• Paradox: Tasks are getting automated, but jobs are not modular.

Outcome: Jobs are being redefined.
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The Impact of AI

Redefined Jobs

Centaur workers

AI capabilities

AI agents

• Perform the codified work.

• Pre-analysis and data structuring.

Core capabilities:

• Scale

• Speed

Human capabilities

Manage and adapt:

• Manage agents.

• Disseminate results.

Core capabilities:

• Intuition

• Relationships

• Tacit knowledge
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The Impact of AI

New jobs
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The Organizational Challenge

AI Impact

• Current jobs are evolving.
• New roles are appearing.

As jobs evolve, how should my organization evolve? 
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The GenAI Divide
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Framework – AI in Operations

Step 1
Map

Identify workflows

and cost

Step 2
Identify

Find ROI and 

AI opportunities

Step 3
Prioritize

Define strategy 

and goals

Step 4
Deploy

Continuous
improvement
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Case Study - Context

Organization
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Acme’s Employees

• In 2025, Acme employed approximately 14,600 persons, spanning from 
maintenance workers to high-level management.

13,500
Number of workers at Acme.

1,100
Departments.

Departments at Acme.

• The wage bill of the largest department – Boston’s ferry office - is 
just under $9M, with 144 FTEs.

Case study: “Acme Inc.”  a large public sector organization

60
Locations.

Locations of Acme.

• The wage bill of the largest location – Boston - is $86M, with 
1207 FTEs.



Crossroads 2026
April 14th 2026 32

Case Study - Data

DEMOGRAPHIC

TIME - LOCATION JOB RELATED

WAGE

$40k $50k $60k

Minimum Average Maximum

HS Sr. Accountant Leadership

Education Title Licenses

40 1 Austin

Hours FTE Location

Communicate 
effectively.

Assist in 
review. Sitting.

Competencies Responsibilities Physical Requirements

Workforce Data
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Framework – AI in Operations

Step 1
Map 

Identify workflows
and cost

Step 2
Identify

Find ROI and 
AI opportunities

Step 3
Prioritize 

Define strategy 
and goals

Step 4
Deploy 

Continuous
improvement
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Step 1 – Mapping Tasks

Example: Executive Assistant

Draft routine emails & internal announcements

Transcribe meetings and summarize minutes

Schedule meetings & room booking

Expense receipt verification & coding

TasksJob Bundle
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Draft routine emails & internal announcements

Transcribe meetings and summarize minutes

Data entry into forms/trackers

Schedule meetings & room booking

Compile weekly status report from

dashboards/templates

Expense receipt verification & coding

Set up conference room / event logistics

Handle physical mail/filing & onsite errands

ASSISTANT

Time allocation

Step 1 – Job Profiles



Crossroads 2026
April 14th 2026 36

Step 1 – Job Profiles

Example: Executive Assistant

10 FTEs | Draft routine emails & internal announcements

75 FTEs | Transcribe meetings and summarize minutes

5 FTEs | Schedule meetings & room booking

5 FTEs | Expense receipt verification & coding

TasksJob Time allocation

10%

7.5%

5%

5%

100 workers
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Step 1 – Job Profiles

Example: Executive Assistant

$1M | Draft routine emails & internal announcements

$750K | Transcribe meetings and summarize minutes

$500K | Schedule meetings & room booking

$500K | Expense receipt verification & coding

TasksJob Time allocation

10%

7.5%

5%

5%

$10 million
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Case Study – Mapping Tasks

FTEs Wage billTask

Determine geographic coordinates.

Edit documents.

Transcribe information.

Prepare documents for legal 
proceedings.

Read material to 
determine needed actions.

104 $305k

358 $85k

531 $2.7M

245 $844k

35 $22k

Process mappings at Acme
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Framework – AI in Operations

Step 1
Map 

Identify workflows
and cost

Step 2
Identify

Find ROI and 
AI opportunities

Step 3
Prioritize 

Define strategy 
and goals

Step 4
Deploy 

Continuous
improvement
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Step 2 – AI Exposure

News

AI/Task ScoreAI Analysis

Job Profiles
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Step 2 – AI Exposure

Draft routine emails & internal announcements

Transcribe meetings and summarize minutes

Data entry into forms/trackers

Schedule meetings & room booking

Compile weekly status report from

dashboards/templates

Expense receipt verification & coding

Set up conference room / event logistics

Handle physical mail/filing & onsite errands

ASSISTANT

AI exposure

Time allocation

Low |

Medium |

Medium |

Low |

High |

| High

| High

| Medium
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Step 2 – Acme Overview

Employees at Acme that are highly exposed to AI

• 2,358 of 13,000 jobs have at least 25% of their tasks highly exposed to AI.
2,400 (20%)
Number of Acme employees exposed to AI.

Total Task Wage Bill exposed to AI at Acme

• While exposure rates vary, and the feasibility of implementing AI solutions must be taken on a per 
case basis, the potential for successful AI augmentation projects is high.

$180 Million
Wage Bill of Acme’s tasks exposed to AI.

Total Wage Bill at Acme

• The wage bill is calculated by summing each employee's salary.
$1 Billion
Total Wage Bill at Acme. 
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Framework – AI in Operations

Step 1
Map 

Identify workflows
and cost

Step 2
Identify

Find ROI and 
AI opportunities

Step 3
Prioritize 

Define strategy 
and goals

Step 4
Deploy 

Continuous
improvement
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Step 3 – Prioritize
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Step 3 – Prioritize
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Step 3 – Prioritize
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Framework – AI in Operations

Step 1
Map 

Identify workflows
and cost

Step 2
Identify

Find ROI and 
AI opportunities

Step 3
Prioritize 

Define strategy 
and goals

Step 4
Deploy 

Continuous
improvement
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Step 4 – Deploy

Metrics
Define clear metrics to follow the progression of the 

adoption and implementation,

Task
Within the use case, workflow, and where AI 

integrates. 

Use-case
Clearly define a use-case with the user 

Process

Scale
Depending on the workflows, the expected scale of 

the AI system should be clearly pre-defined.

Safety
Data confidentiality, brand reputation, relationships

Technology

Integration
The AI systems should fit into the existing workflows.

Champion
Within the use case, workflow, and where AI 

integrates. 

Decision maker
Clearly define a use-case with the user 

People

User
Define clear metrics to follow the progression of the 

adoption and implementation,
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Step 4 – Results

SMALL-SCALEMEDIUM-SCALELARGE-SCALEPilot Large Scale

Entire Acme 

Company

(531 employees)

Single 

Department

(13 employees)

Wage bill of “Editing documents” 
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Step 4 – Results

SMAL
L-
SCAL
E

MEDIU
M-
SCALE

LARG
E-
SCAL
E

Larg
e 

Scale

Small 
Scale

B. Full Deployment

$700k
25% savings on “editing Documents”, $2.7M wage bill

-$200k
Based on a 30$/month license

$500k
Value generated from AI deployment

A. Pilot

$15,000
25% savings on “editing documents” in single 
department, $58,000 wage bill

-$5,000
Based on a 30$/month license

$10,000
Value generated from AI deployment
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Platform
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Platform

Disclaimer:

• Workforce data: based on public information collected by Revelio.

• Job profiles: based on the Bureau of Labor Statistics.
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Platform

Demo

https://www.plek.ai/demo/
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Connect

Pierre Bouquet
PhD candidate

Email: pibou149@mit.edu
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