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Executive Summary

The world of work is being fundamentally reshaped by artificial intelligence. Across every industry, 

from healthcare and financial services to manufacturing, retail, and professional services, AI is not 

simply automating isolated tasks; it is rewriting the very definition of roles, skills, and career 

trajectories. The organisations that will thrive in this new era are those that move beyond reactive 

talent management and embrace a proactive, data-driven approach to workforce transformation.



This whitepaper sets out a perspective on why the current moment demands a structurally different 

approach to workforce strategy, one that is data-driven, role-aware, and continuously calibrated to 

how work is actually evolving. It draws on our work across multiple industries and thousands of roles 

to surface patterns most organisations are only beginning to see.



In the pages that follow, we share the frame, the vocabulary, and the outcomes. For the operating 

mechanics, how we build and validate the underlying intelligence, how we score AI readiness at the 

role and individual level, and how we put all of this into practice for enterprise clients, we invite you to 

join our upcoming webinar or reach out for a tailored walkthrough.

K e y  I n s i g h t

Organisations that invest in granular role, task, and skill intelligence today will 

have a decisive competitive advantage in building their workforce of tomorrow. 

The window to act is narrowing as AI adoption accelerates across every industry.
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The AI Disruption Landscape

1.1  The Scale of Transformation

Artificial intelligence is no longer a future scenario; 

it is an active force reshaping enterprise workforce 

strategy today. According to the World Economic 

Forum's Future of Jobs Report 2025, 44% of 

workers' core skills will be disrupted by 2027, and a 

significant share of current workforce capabilities 

could become obsolete within three years. These 

are not incremental shifts; they signal a 

fundamental rewiring of how work gets done across 

industries.

44%
Core skills disrupted by 2027

30-40%
Capabilities obsolete in 3 years

2-3x
The common thread across these challenges is 

clear. Most enterprises lack a unified, intelligent 

way to understand, measure, and act on the 

evolving capabilities their workforce needs. Without 

visibility into how AI is changing the task 

composition of each role, organisations are flying 

blind in their talent strategy. Source: WEF Future of Jobs 2025, McKinsey, Gartner, LinkedIn 

Workforce Report.

Higher replacement costs

Only 15%
Do strategic workforce planning

1.2  Beyond Automation: The Consolidation Effect

The impact of AI goes well beyond simple task automation. As AI systems become capable of 

handling increasingly complex workflows, entire roles are beginning to converge. Tasks that were 

once the exclusive domain of specialised professionals are now shared across roles through AI 

augmentation, creating substantial overlaps. The result is that many organisations find themselves 

maintaining five distinct roles where three redesigned ones would be more effective.



Consider a healthcare organisation with 23 distinct roles across five job families. A rigorous, task-level 

analysis revealed that several roles shared a significant portion of their core work, and that much of 

that shared work carried high AI automation potential. The result was not that people became 

redundant, but rather that role boundaries needed to be redrawn to reflect the new reality of AI-

augmented work.
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Figure: AI Automation Index vs. AI Proficiency Score. Roles plotted by automation potential and required AI skill depth across job families.

The chart above illustrates this reality vividly. Each bubble represents a distinct role, plotted against 

its AI automation potential on the horizontal axis and the depth of AI proficiency it demands on the 

vertical. Technology and data roles cluster in the high-automation, high-proficiency quadrant, while 

clinical and operations roles show lower automation but still meaningful augmentation needs. No role 

is untouched, though the shape of disruption differs sharply from one job family to the next.
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A Framework for Role Intelligence
Addressing the AI disruption challenge requires more than intuition or broad industry benchmarks. It 

demands a structured way to see roles as they actually are, as portfolios of tasks, supported by 

specific skills, each with its own AI trajectory. The framework we use for this operates across four 

analytical layers, each building on the last to create a comprehensive picture of the future workforce.

layer 1 A Role, Task, and Skill 
Knowledge Graph

layer 2 Role-Task Mapping and AI 
Automation Potential

layer 3 Role Overlaps and 
Consolidation Opportunities

layer 4 Defining the Roles of the 
Future

prismforce.com 04

https://prismforce.com


Layer 1: A Role, Task, and Skill Knowledge Graph

The foundation of any role intelligence initiative is a structured taxonomy that maps the relationships 

between roles, their constituent tasks, and the skills required to perform them. This knowledge graph 

becomes the single source of truth for every downstream analysis. A well-constructed graph spans 

tens of thousands of entities and hundreds of thousands of weighted relationships, each one 

grounded in market signals, job descriptions, and expert validation.

Figure: Skill Taxonomy. A structured hierarchy of skills organised by job family, with multi-level proficiency definitions.

The taxonomy above shows how skills are organised hierarchically within each job family. Each skill is 

decomposed further into sub-skills with multi-level proficiency definitions, enabling the kind of 

precise measurement that traditional competency frameworks simply cannot deliver. How this graph 

is actually constructed, validated, and kept current as roles and tools evolve is the harder problem, 

and it is where most initiatives stumble.
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Layer 2: Role-Task Mapping and AI Automation Potential

With the knowledge graph in place, the next layer maps how tasks are distributed across roles and 

scores each task's AI automation potential. A role-task matrix captures every task the role performs, 

reflects how critical it is to the role's core function, and indicates how much of it AI can handle today. 

The output is a granular view of exactly where AI is reshaping each role's portfolio, and which tasks 

remain distinctly human. It is this view, rather than generic industry averages, that makes role 

redesign decisions defensible to business leaders.

Layer 3: Role Overlaps and Consolidation Opportunities

When two roles share a high percentage of their weighted tasks, and many of those shared tasks 

carry significant AI automation potential, the question is no longer whether these jobs need to 

change; it is how they should be redrawn. A pairwise overlap heatmap provides the analytical 

grounding to answer that question with confidence.

Figure: Pairwise Task Overlap Heatmap. Percentage of shared tasks between roles, revealing natural consolidation clusters.

The heatmap reveals natural clusters of roles with high task overlap. In the healthcare example above, 

documentation-heavy clinical roles such as Medical Coder and Clinical Documentation Specialist 

converge, while patient-facing roles such as Patient Access Representative and Customer Service 

Representative show significant overlap as well. Each of these clusters becomes a candidate for 

consolidation into a redesigned, AI-augmented role of the future.
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Layer 4: Defining the Roles of the Future

The final layer translates the overlap view into a concrete role redesign that maps current roles to 

their future-state counterparts. This is not about eliminating positions; it is about creating roles that 

are better aligned with how work will actually be performed in an AI-augmented environment.

Figure: Role Consolidation Flow. Current roles mapped to redesigned future-state roles through AI-driven task consolidation.


Image based on sample of 20 roles.

In the example above, 23 current roles consolidate into 18 future-state roles, a meaningful reduction 

in role complexity that translates directly into clearer career paths, cleaner capacity planning, and 

more focused investment in AI-augmented capability. Each consolidated role comes with a clear task 

portfolio, skill requirements, and AI augmentation expectations.
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Redefining Role-Skill Requirements
Once the roles of the future are defined, the next critical step is to establish what skills each one 

actually demands, especially as existing specialisations get seeded with AI skills and entirely new AI 

specialisations emerge. This is where a role-skill matrix becomes essential. Unlike traditional 

competency models that operate at a high level of abstraction, a data-driven role-skill matrix maps 

specific skills to each role with proficiency expectations, enabling precise gap analysis and targeted 

development.

Figure: Role-Skill Matrix. Skills mapped to roles with proficiency levels, enabling precise capability gap identification.

The role-skill matrix serves multiple purposes at once. For workforce planning, it surfaces which skills 

are in surplus or deficit across the organisation. For talent development, it pinpoints exactly where 

each employee's capabilities fall short of their current or aspirational role's requirements. For hiring, it 

translates role requirements into specific, measurable skill criteria rather than subjective job 

descriptions.

What makes this framework particularly powerful is the integration of AI-specific skills alongside 

traditional domain skills. Every role in the future workforce will require some degree of AI literacy; the 

question is how much, and in what specific dimensions. That question is precisely what the AI 

Quotient is built to answer.
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Measuring AI Readiness: The AI 
Quotient

The Measurement Challenge

Knowing that AI will reshape roles is one thing; knowing how ready your workforce is for that change 

is another. Most organisations struggle to move beyond anecdotal assessments of AI readiness. 

Leadership may sense that the workforce is unprepared, but they lack the objective, multi-

dimensional measurement framework needed to diagnose gaps precisely and allocate development 

resources effectively.

The AI Quotient (AIQ) framework was designed to solve exactly this problem. AIQ provides a 

standardised, six-dimensional measurement of AI readiness that can be applied at the individual, role, 

team, and organisational level. It moves the conversation from "are our people ready for AI?" to "in 

which specific dimensions does each role and individual need to develop, and by how much?"

The Six Dimensions of AIQ

AIQ measures AI readiness across six distinct, complementary dimensions. Each one captures a 

different facet of AI competency, ranging from foundational knowledge through practical application 

to responsible governance.

01 AI Skill Competence 02 Prompt & Copilot Fluency
Foundational and advanced knowledge across AI 
and ML disciplines, spanning generative AI 
fundamentals and the full model lifecycle.

Effective use of generative AI tools and precise 
prompt engineering in day-to-day work.

03 Data & Automation 04 Model Patterns
Data pipeline engineering, quality assurance, and 
AI-driven task automation.

Ability to apply retrieval, summarisation, 
classification, and broader LLM application 
patterns to real business problems.

05 Platform & Low-Code 06 Risk & Governance
Proficiency with AI and ML platforms, MLOps 
tooling, and deployment environments.

AI ethics, bias mitigation, privacy, and model 
governance across the full AI lifecycle.
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Behind each dimension sits a 

detailed scoring rubric, a role-

calibrated proficiency scale, and a 

library of evaluation approaches, all 

of which we walk through with 

clients in workshops and in our 

webinar sessions.

Figure: AIQ 

Capability Radar. A 

six-dimensional 

assessment 

comparing actual 

employee scores 

against role-specific 

expected 

proficiency levels.

Role-Level AIQ Baselines

A critical idea behind AIQ is the concept of role-level baselines. Rather than applying a one-size-fits-

all AI readiness standard, AIQ establishes specific proficiency expectations for each role across all six 

dimensions. A Software Engineer needs a different AIQ profile than a Clinical Pharmacist or a Revenue 

Cycle Specialist. These baselines are derived directly from task-level analysis; by examining which 

tasks a role performs and what AI capabilities those tasks demand, the framework computes the 

required proficiency in each dimension. This is what makes the assessment fair, calibrated, and 

genuinely actionable.

From Measurement to Action

AIQ assessments are delivered through a 

combination of profile enrichment (capturing an 

employee's latest AI skills, learnings, and project 

experience), proctored verbal and coding 

assessments adapted to each role's baseline, 

and AI-driven skill inference from organisational 

data that leaders already have, such as project 

staffing records, learning completions, and code 

repository activity. Assessments are adaptive, 

debiased, and measured against SME-validated 

scoring rubrics. The output is not a score in 

isolation; it is a targeted development roadmap 

for every individual.

In a large-scale deployment 

covering 50,000+ pilot employees 

across multiple practices, AIQ 

assessments combined with 

targeted interventions produced a 

12 percentage-point increase in the 

proportion of employees rated 

Competent or above over a six-

month period. Skill discoverability 

improved 2x, with a measurable 

shift from declining and core skills 

toward growth and emerging skills.

C a s e  s t u dy
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From Intelligence 
to Action

Role intelligence and AI readiness data are only valuable when they translate into concrete, 

sequenced interventions.

In practice, this means identifying the highest-leverage role clusters, defining future-state role 

blueprints with business leaders, establishing baselines and mapping the current workforce against 

them, and then executing targeted development programs such as structured learning journeys 

aligned to AIQ dimensions, AI simulation labs and coding challenges, mentorship and rotation 

programs, hackathons focused on AI-augmented workflows, and AI usage uplift campaigns, all tied to 

measured gaps and revisited through periodic re-assessment.

Each step in this sequence carries its own traps, and the order matters 
more than most organisations expect. We walk through the full operating 
playbook, including where it has worked, where it has stumbled, and what 
distinguishes the two, in our webinar series and in our enterprise 
engagements.
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Applicability Across Industries
While the examples in this paper draw primarily from healthcare, technology, and professional 

services, the framework is inherently industry-agnostic. The underlying dynamic is universal: AI is 

changing the task composition of roles, creating consolidation opportunities, and demanding new skill 

profiles. What differs from one sector to the next is the shape of that disruption, not its presence.

Consolidation Opportunity

Operations, compliance, and customer-facing 
roles converge into AI-augmented advisors and 
intelligent operations specialists.

Clinical documentation and coding roles merge; 
patient access and service roles consolidate 
into unified experience roles.

Maintenance, quality, and planning roles 
converge into AI-augmented operations 
engineers with cross-functional capabilities.

Merchandising, planning, and analytics roles 
consolidate into data-driven commercial 
strategists.

Traditional developer, analyst, and consultant 
roles evolve into AI-augmented engineers and 
domain experts.

Industry AI Disruption Pattern

Financial Services Claims processing, fraud detection, onboarding, 
and risk scoring are being transformed by AI, 
and regulatory workflows are increasingly 
augmented as well.

Healthcare Clinical documentation, medical coding, 
scheduling, and diagnostic support are seeing 
rapid AI adoption across job families.

Manufacturing Quality inspection, predictive maintenance, 
supply chain optimisation, and production 
planning are being AI-augmented.

Retail & E-

commerce

Demand forecasting, inventory management, 
personalisation, and pricing are increasingly AI-
driven.

Professional 

Services

Research, document review, report generation, 
and client communication are being 
transformed as SDLC shifts to AI-native 
development lifecycles.

In IT services specifically, the shift from the traditional Software Development Lifecycle to an AI-native 

development lifecycle is already reshaping team composition. Solution Architects are evolving into AI 

System Architects and Responsible AI Leads. Traditional developers are becoming AI-augmented or AI-

native engineers. Business Analysts are transforming into Full-Stack Domain Experts and Context 

Engineers.

The pattern is consistent across the industry: roles are not disappearing, but they 

are fundamentally changing in their task composition and skill requirements.
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The Imperative to Act Now
The AI transformation of the workforce is not a theoretical exercise; it is happening now, across every 

industry and function. Organisations that delay building role intelligence capabilities, measuring AI 

readiness systematically, and investing in targeted workforce development will find themselves with 

an increasingly misaligned workforce and a widening competitive gap.

The perspective laid out in this paper offers a structured way to navigate that transformation. It 

begins with building a granular understanding of how AI is reshaping each role's task portfolio, 

progresses through a rigorous measurement of workforce readiness across six critical dimensions, 

and culminates in targeted interventions that close specific capability gaps. The organisations that 

will lead in the AI era are not those with the most advanced technology; they are those with the most 

aligned, capable, and adaptable workforce.

K e y  I n s i g h t

The organisations that will lead in 
the AI era are not those with the 
most advanced technology, but 
those with the most aligned, 
capable, and adaptable 
workforce. The time to build that 
workforce is now.

Prismforce at a glance

25+ 2000+
Job families analysed Roles mapped

5000+ 6
Tasks decomposed & 
Skills defined AIQ dimensions
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Continue the conversation
To see the framework applied to your own organisation, join our upcoming Roles of the Future webinar 

sessions for a live walkthrough and early-adopter benchmarks, request a tailored workshop on a slice 

of your workforce, or schedule a live platform demo of the end-to-end workflow. Write to us at 

contact@prismforce.ai, or reach out to your Prismforce contact.

About Prismforce

Prismforce is an AI-powered workforce management platform trusted by 

30+ enterprise clients and 750,000+ users across 80+ countries. The 

platform enables end-to-end talent transformation through its suite of 

products, covering skill management (SkillPrism), AI-led talent evaluation 

(SelectPrism), internal talent marketplace (IntelliPrism), forecasting and 

planning (OutlookPrism), and integrated analytics (InsightsPrism). Our AI 

capabilities are built on a proprietary Role, Skill, and Task Knowledge Graph, 

AI-driven skill inference that delivers multi-x uplift in skill discovery, and 

high-precision AI search and match.

Prismforce is backed by Sequoia and has been recognised by Everest 

Group, Avasant, HFS Research, and JP Morgan. The platform maintains 

enterprise-grade security with SOC 2 Type II, ISO 27001, and GDPR 

compliance.
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