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In a race to automate 
everything, the most radical 
act is knowing what not to 

automate.

Because intelligence isn't just 
in the systems you build – it’s 

in the wisdom to know when to 
override them.

Director Workforce AI Innovation & Adoption at 

PwC

Author Leveraging Generative AI for Job 

Augmentation and Workforce Productivity report

Author HR Tech Strategy, 2024

https://www.pwc.com/gx/en/issues/artificial-intelligence/ai-and-productivity-report.html
https://www.pwc.com/gx/en/issues/artificial-intelligence/ai-and-productivity-report.html
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Agentic Value Curve

Potential Performance

Traditional Value Creation Curve

Status quo

2. Transform process

3. Reimagine work, 

augment human roles 

& behaviors

Labor arbitrage e.g., 

outsourcing/offshoring 

Restructuring (e.g., 

spans & layers)

Task-level, ad hoc 

automation

AI has great transformation potential, and yet most organisations 
cannot achieve that yet

The average 

company

The big change is 

yet to come

1. Improve a task
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While AI capability and usage are rising, the AI value gap is becoming 
more visible...

AI capabilities are advancing rapidly, especially in 
reasoning, long-horizon task completion, and 

agentic behavior

Most companies haven’t yet realised 
financial returns from their investment in 

AI

The 2026 AI Index Report (Stanford, 2026) PwC’s 29th Global CEO Survey (2026)

https://hai.stanford.edu/ai-index/2026-ai-index-report
https://www.pwc.com/gx/en/issues/c-suite-insights/ceo-survey.html#introduction


PwC

The missing link between AI capability and business value is people

5

“Successfully leveraging AI across the 
workforce is less about the technology itself 
than it is about the people adopting it”

Key takeaway from the 
20+ interviewed early adopters

Leveraging Generative AI for Job Augmentation and Workforce Productivity (World 
Economic Forum & PwC, 2024)

AI is advancing at a pace never seen before, outstripping the 
speed at which most individuals can adapt. 

AI has reached an innovation tipping point with more 
breakthroughs in the past few years than in the previous 70

https://www.weforum.org/publications/leveraging-generative-ai-for-job-augmentation-and-workforce-productivity/
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The real adoption gap is human and organisational

Value Trust
 

Capability
 

Leadership
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Value: The first condition for adoption

Value Trust
 

Capability
 

Leadership
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Why employees don't see AI value the way leaders do

Executive language 

Productivity

Cost reduction

Innovation

Scalable 
intelligence

Faster 
transformation

Employee questions

What task does 
this improve?

Is it easier than 
my current way?

Will I be held 
accountable if it is 

wrong?

Can I trust the 
output?

Is this expected, 
optional, or risky?
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The true building block of AI adoption is the work moment

AI-enabled 

• Summarise inputs

• Identify anomalies

• Draft narrative 

• Generate 
questions

Human-led 

• Interpret trade-
offs

• Decide action

• Manage 
accountability

Without AI

• Collect inputs

• Read reports

• Identify issues

• Prepare narrative

• Align actions

Strategy Use case
Current work 

moments
Redesigned work moments

Monthly 
performance 

review process

Operational 
excellence
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The critical leadership choice: productivity or transformation?

Transformation 
layer 

Quality layer

Efficiency layer 

Redesign workflows, roles, service 
models, governance

Improve analysis, decisions, 
consistency, customer experience

Do the same work faster
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Trust: The second condition for adoption

Value Trust
 

Capability
 

Leadership
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Trust has a direct impact on organizational results

Organizations prioritizing trustworthy 
AI are

60%
more likely to double ROI of AI 

projects

…and yet only

40%
are investing to make AI systems 
trustworthy through governance, 

explainability and ethical safeguards

Data and AI Impact Report: The Trust Imperative (SAS, 2025)

https://www.sas.com/en_us/gc/data-and-ai-impact-report.html#download
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Trust has two dimensions: the technology and the organisation

Trust in AI

Confidence that the AI 
itself is reliable, safe, 

and sufficiently 
transparent

Trust around AI

Confidence in how the 
organisation deploys 

and governs AI
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Trust requires a “permission infrastructure”

Use boundaries

 

Human review standardsData rules

 

Disclosure norms Issue reporting

 

Learning loops
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Capability: The third condition for adoption

Value Trust
 

Capability
 

Leadership
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Skills gaps are widening faster than organisations are closing them

161
 The Fearless Future: 2025 Global AI Jobs Barometer  (PwC, 2025)

2
 PwC’s 28th Annual Global CEO Survey (PwC, 2026)

Skills sought by employers are 
changing 

66%
faster in jobs most exposed to AI than 

in less exposed jobs1

…and yet only

31%
of CEOs say they plan to systematically 

integrate AI into their workforce and 
skills strategy in the next 3 years2

https://www.pwc.com/gx/en/issues/artificial-intelligence/job-barometer/2025/report.pdf
https://www.pwc.com/gx/en/ceo-survey/2025/28th-ceo-survey.pdf
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The AI skills gap is actually three different gaps
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The Awareness Gap The Capability Gap The Systems Gap 

Workers don't know what 
AI can actually do in the 
context of their specific 
role. 

Even workers who want to 
adopt AI tools lack the 
foundational mental models 
to use them effectively. 

Organizations haven't 
redesigned jobs, workflows, 
or incentive structures 
around AI-augmented 
work. 

Now Near term Medium term
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Prompting

Responsible Use

Tool Awareness 

Risk Awareness

Human-AI CollaborationWorkflow Redesign

Critical Evaluation

AI & Data Foundations

What does AI fluency actually mean?

18

Problem framing

Domain Judgement

Tech Skills

Human Skills
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The capability gap is confidence plus competence
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Off Course

Confident, Not Capable

Grounded

Not Confident, Not Capable

In Control 

Confident & Capable 

On Standby 

Capable, Not Confident

High 

capability

Low 

capability

Low confidence 

High confidence 
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Three principles for building sustainable AI capability

The lifespan of skills is 
shrinking rapidly…

AI fluency is the new core 
capability 

Skills are embedded and 
built in the flow of work 

…so continuous learning 
becomes a non-negotiable

…so invest in a 
combination of AI x 

domain x judgment skills 

…so build rituals, routines, 
communities, and 

reinforcement
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Leadership: The fourth condition for adoption

Value Trust
 

Capability
 

Leadership
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AI is transforming the business environment… and raising the pressure 
on leaders

1 Gartner Survey Reveals That CEOs Believe Their Executive Teams Lack AI Savviness (Gartner, 2025)
2 Global Leadership Forecast 2025 (DDI, 2025)

77%
of CEOs believe AI is ushering in a new 

business era1

…while

71%
of leaders reporting a significant 

increase in their stress levels2

https://www.gartner.com/en/newsroom/press-releases/2025-05-06-gartner-survey-reveals-that-ceos-believe-their-executive-teams-lack-ai-savviness
https://media.ddiworld.com/research/global-leadership-forecast-2025-report.pdf
https://media.ddiworld.com/research/global-leadership-forecast-2025-report.pdf
https://media.ddiworld.com/research/global-leadership-forecast-2025-report.pdf
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Five leadership identity paradigms are being disrupted

The Expert

I lead because I 
know more

The Analyst

I lead through 
better decisions

The Process 
Manager

I lead through 
execution

The 
Communicator

I lead through 
compelling 
narrative

The Relationship 
Builder

I lead through trust 
and connection

Disrupted Disrupted Disrupted Partially 
disrupted

Strengthened 
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The new leadership premium that AI cannot replace

Moral Courage Integrative 
Thinking Across 

Paradoxes

Contextual & 
Cultural 

Intelligence

The Leadership 
of Meaning

Trust-Building 
Under 

Uncertainty
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The paradoxes of AI-age leadership

You must move at machine speed but Your people change at human speed

AI makes you more powerful but Power without wisdom causes faster damage

You must make decisions with confidence but The basis for confidence has fundamentally changed
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From leadership tensions to six principles for leading in the age of AI

Develop Tempo 
Intelligence

Redefine Accountability 
and Decision Architecture

Lead the Human 
Transition

Become an Intelligence 
Architect

Lead WITH AI Literacy — 
Not Just AI Access

Make Psychological Safety 
Infrastructure
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What leadership is in its truest form

Be someone to trust when the path is unclear

Be someone to articulate why this work matters

Be someone to take responsibility when things go wrong

Be someone to see employees as humans, not just their output

Be someone to make the call that no algorithm should make for you
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