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CHAPTER 00

Executive Summary

Something broke in 2025 and only the people paying attention
noticed. For two decades the protfessional economy paid for
credentials. In one twelve-month window, it started paying for
leverage.

Al-skilled workers now earn 56 percent more than their peers at every level, in every industry PwC
studied, up from 25 percent just twelve months earlier. That is the largest single-year wage re-pricing
of knowledge work on record. Entry-level developer hiring in the 22-25 cohort fell 20 percent. Seventy
percent of organizations are using generative Al in at least one business function. Only twelve percent
of executives believe any of this will translate into wage gains for the workforce underneath them.

That is the Al Wage Gap.

It is not a skill gap. It is not a technology gap. It is a compounding compensation gap between two
populations of knowledge workers, running on identical titles, inside identical companies, with identical
degrees, producing wildly divergent output and capturing wildly divergent pay. One population has
rebuilt its work around Al leverage. The other is adding Al tools to unchanged workflows. The market
sees both. In Q12026 the market priced both.

The core findings, distilled

+56% 14.2x —-20%

Wage premium for Al-skilled Output multiplication for Al- Employment drop, software
workers versus peers, every integrated executives in mature use developers ages 22 to 25, since
industry cases 2024
PWC 2025 MCKINSEY STANFORD HAI

Vi (8% 12%
70 /0 /0 /0
Of organizations now using Of enterprise Al initiatives still fail to Of executives expect Al to lead to

generative Al in at least one reach production ROI higher wages for the workforce



function BCG WEF DAVOS 2026
STANFORD HAI

What to do with this report

This report exists to do three things: make the gap visible, make it measurable, and give you the
operating system for closing it. The data speaks for itself. The framework is new. The OS is the
difference between watching your role get automated and becoming the person your employer would
rebuild the role around.

IF YOU REMEMBER NOTHING ELSE

Your 2026 job is no longer to hold your role. It is to become the person your
employer would rebuild the role around if you left.

Everything in this report — the archetypes, the function deep-dives, the five-phase operating system — is built to
get you to that single outcome.

CTHA o TALK TO YURI

Want this for your team or your company?

If your organization is in the 78 percent failing to reach Al ROI, or your people function is
sitting at +66 percent demand growth without an internal builder bench, the 30-minute
conversation is free and the diagnosis is direct. Portfolio Leverage Company builds
custom Al systems for HR, Operations and Finance functions and trains your top 50

leaders to build with Al themselves.

Book a 30-min call with Yuri Kruman —

DIRECT CALENDLY - CALENDLY.COM/MASTERTHETALK/CALL-WITH-YURI-30-MIN - NO
SMALIES [PITChH

THE AI WAGE GAP REPORT - Q1 2026 EDITION - PORTFOLIO LEVERAGE COMPANY - AIWAGEGAP.COM
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CHAPTER 01

The Thesis

The Al Wage Gap is the structural and widening income and
opportunity divide between professionals who have rebuilt their
work around Al leverage and those still competing against Al
without it.

It operates simultaneously at two levels:

Level 1— Individual (career income). Al-skilled professionals earn a 56 percent wage premium versus
peers in comparable roles. The premium is compounding, industry-agnostic, and concentrated in mid-
career executives who have rebuilt their work around Al leverage rather than layering Al tools on top of
unchanged workflows.

Level 2 — Organizational (productivity). Al-integrated organizations report up to 14.2x output
multiplication in mature use cases, while 78 percent of enterprise Al initiatives fail to reach production
ROI. The organizational gap is the sum of thousands of individual gaps inside the same firm. It is
tracked in the sister framework, the Al Build Gap, at aibuildgap.com.

What the Wage Gap is not

e Itis not a skill gap. Supply of Al-skilled workers is growing fast. The gap is not labor-market
mismatch. It is structural re-pricing.

¢ Itis not atechnology gap. Al tools are effectively free at the margin. ChatGPT, Claude, Copilot
and their open-source equivalents are available to everyone. The gap is how the work is
structured around them.

¢ |tis not a temporary disruption that self-corrects. Every quarter since Q12024, the gap has
widened. There is no recorded quarter of narrowing.

What it is


https://aibuildgap.com/

e A structural re-pricing of knowledge work. The same job title is now two different jobs
depending on whether the person has restructured the work around Al.

e A compounding compensation gap. Every quarter the premium grows. The gap is not linear; it
is a second derivative story.

¢ A permanent feature of the post-2024 Al labor economy. Three years of consistent
directional data across every major labor research source.

"The decisive advantage will not come from automation alone. It will
come from redesigning end-to-end workflows around human-AI
collaboration. The primary risk is organizational inertia and insufficient
reskilling."

WORLD ECONOMIC FORUM, DAVOS 2026

Why this report exists

Training, certifications, and "Al for business" LinkedIn posts are not a plan. What mid-career
executives need is an operating system: a five-phase loop that moves them from awareness to
measurement to design to execution to long-horizon resilience. That operating system is Career Beast
Mode, and Chapter 08 of this report is its condensed public summary. The full 48-tool version lives in
the forthcoming book and the private cohort.

CHAPTER 01 - THE THESIS - 5



CHAPTER 02

QI 2026 Intelligence

Fifteen numbers that defined the first quarter of the Al labor
economy. Synthesized from eleven peer-reviewed research
sources. Every statistic is cited; if it lacks a source, it does not ship.

The headline stat

+0070

Wage premium for jobs requiring Al skills, across every industry
analyzed by PwC in 2025. Up from 25 percent in 2024. The highest
single-year jump on record.

The compounding premium

1. PwC wage premium for Al-skilled roles +56%
(2025)
2. Same premium in 2024 — more than +25%

doubled in 12 months

3. Lightcast salary uplift for 2+ Al skills, 1.3B +43%
postings
4. Lightcast premium for a single Al skill, in ~$18,000

dollars



5. WEF cumulative wage growth, Al-specific
roles, since 2019

The adoption landscape

6. Stanford HAl — organizations using GenAl
in 21 function

7. Al skill mentions in US job postings (up
55% YoY, 297% over the decade)

8. McKinsey — annual productivity value
unlocked by GenAl globally

9. McKinsey — executives aware of GenAl vs
those with mature deployment

The displacement signals

10. Stanford — employment drop, US
developers ages 22 to 25 (since 2024)

11. LinkedIn — entry-level white-collar posting
volume vs 2023

12. Goldman Sachs — US workforce tasks
fully Al-automatable today

13. Microsoft — US white-collar roles flagged
"facing extinction"

14. Anthropic (March 2026) — entry-level
white-collar work at disruption risk

The executive reality

15. WEF Davos 2026 — execs who expect Al
to raise workforce wages

+27%

70%

2.5%

$4.4T-$7.9T

99% [ 1%

-20%

-35%

11.7%

5 million

~50%

12%



The Q12026 takeaway. The labor market is now openly bifurcated. Al-augmented knowledge workers
are compounding 27-56% wage premiums, 14.2x output, and expanding optionality. Unaugmented
workers in the same roles are facing frozen wages, thinner hiring funnels, and silent restructuring. Your
2026 job is no longer to hold your role. It is to become the person your employer would rebuild the role
around.

CHAPTER 02 - Q1 2026 INTELLIGENCE - 7



CHAPTER 02 CONTINUED

The Function-Level Premium
Curve

Where the Al wage premium is compounding fastest. Year-over-year growth in Al-skill postings,
function by function. The shape of the curve is as important as the headline number: it tells you which
functions are still inside the early-mover window and which have already crossed into mass adoption.

Human Resources
(074
+669%

Fastest-moving function. TA, L&D and HR ops lead all demand growth. Highest premium for Al-orchestration fluency.

Consulting and Advisory
0/
+58%

Fastest fee-rate bifurcation. Solo and fractional consultants with Al leverage now deliver at partner-firm output.

Marketing and PR
/
+50%

First function to fully absorb GenAl into daily production. SEO/GEO specialists lead the wave.

Finance and FP&A
o/
+40%

Early-mover advantage window still open. Large marginal premium for fluency due to low base rate.

Legal and Compliance
/
+349%

Highest hourly-rate uplift of any function. Senior counsel who orchestrate Al workflows command the premium.

Operations and Supply
0/
+29%

Highest direct displacement pressure. Premium concentrates in leaders who redesign around agents, not add chatbots.



The non-tech acceleration

The single largest data point in the Lightcast dataset is the 800 percent growth in generative Al skill
demand in non-tech roles since 2022. This is the quiet pattern behind the 56 percent premium: the
wage re-pricing is not a tech-sector story. It is a white-collar story across every function, and the non-
technical functions are catching up fastest because they were further behind.

WHAT THE FUNCTION DATA TELLS YOU
Your function's premium growth rate is the second derivative of your
individual opportunity.

High-growth functions (HR, Consulting, Marketing) offer the largest premium to early fluency. Mid-growth
functions (Finance, Legal) offer the largest premium to orchestration mastery. Lower-growth functions
(Operations) offer the largest premium to redesign because that is where displacement pressure is highest.

CHAPTER 02 - Q1 2026 INTELLIGENCE - 11



CHAPTER 03

Anatomy of the Gap

The AI Wage Gap is not abstract. It runs between two workers
sitting in the same office, wearing the same title, drawing from the
same talent pool. One has restructured their work around Al The
other has added Al tools to unchanged work. The market pays
them as it they belong to different protessions.

The Multiplier side

The Al-leveraged knowledge worker has rebuilt the job around Al. They own a task stack, not a job
description. They are measured on output, not hours. They are compounding personal IP, network and
income streams every quarter.

+56% 14.2x

Wage premium over non-Al peers, every industry (PwC) Output multiplication in mature Al use cases (McKinsey)
0/

+43% 3+

Salary uplift for 2+ Al skills (Lightcast) Average active income streams by end of year two

Market signal: The employer would rebuild the role around them if they left. Displacement risk is low
because the role as currently structured only exists because they structured it.

The Displaced side



The unaugmented knowledge worker uses Al tools sporadically, as add-ons to unchanged work. They
are still measured on time, not leverage. Their credentials and tenure stopped compounding around
2023 and are now quietly losing market value.

~Flat -35%

Real wage growth in Al-exposed white-collar roles since Entry-level white-collar posting volume vs 2023
2023 (LinkedIn)
— 0/
20% 1
Employment, US developers 22-25, since 2024 (Stanford) Income stream. Single employer. No owned IP. No
audience.

Market signal: The role is a prime candidate for the next restructure. The displacement will not
announce itself; it arrives as "reorganization" six months after the planning started.

The gap is not caused by intelligence, hustle, or pedigree. It is caused by
how the work is structured. Restructured work captures the Al premium.
Unchanged work with Al sprinkled on top does not.

ANATOMY OF THE GAP — CORE FINDING

CHAPTER 03 - ANATOMY OF THE GAP - 13



CHAPTER 04

The Three Archetypes

From 2,300 plus executive coaching engagements behind this
research, three archetypes emerged cleanly from the data. The
split is remarkably predictive of five-year compensation
trajectory. Identity yourself honestly.

01 — The Multiplier

APPROXIMATELY 14% OF MID-CAREER EXECUTIVES (COHORT DATA, N = 412)

Has restructured the job around Al leverage. Ships 5 to 14x what peers ship. Has launched at
least one income stream outside the W-2. Owns an audience, IP, or productized scope. Is the
person the company would rebuild the role around if they left.

WAGE TRAJECTORY

Compounding: +15 to 30% per year

INCOME STREAMS

3 or more

IP OWNERSHIP

Owned audience, content, product or productized scope
DISPLACEMENT RISK

Low. Role would need to be redesigned to replace them.
2030 0UTLOOK

Principal, founder, fractional, or paid senior advisor
TYPICAL TELLS

Ships on Fridays. Talks about output, not hours. Has opinions about agent design. Has a real newsletter or
cohort.



02 — The Adaptor

APPROXIMATELY 52% OF MID-CAREER EXECUTIVES — THE LARGEST AND MOST UNSTABLE
GROUP

Uses Al tools daily but inside an unchanged job. Fluent with ChatGPT, Claude, Copilot. Has not
restructured the work itself and has not started a second income stream. Still captures some of
the premium. Also carries the most decay risk because the market is quickly re-pricing "Al user"
vs "Al builder."

WAGE TRAJECTORY

Flat to +3% per year in real terms
INCOME STREAMS

T— W-2 only

IP OWNERSHIP

Limited or borrowed (employer-owned)

DISPLACEMENT RISK
Moderate to high. Absorbed quickly once the next restructure starts.

2030 OUTLOOK
Pivots into Multiplier or drifts into Avoider. No stable equilibrium.

TYPICAL TELLS
Says "l use Al every day." Uses it as an assistant, not an operator. No owned surface.

03 — The Avoider

APPROXIMATELY 34% OF MID-CAREER EXECUTIVES

Dabbles with Al but considers it a tool for interns, marketers or engineers. Attends Al webinars
and goes back to the same workflow. Often the most senior title in the room, which makes the
displacement path the fastest because the role is the easiest to justify collapsing into software.

WAGE TRAJECTORY

Flat to —=10% real over three years

INCOME STREAMS

1, often fragile

IP OWNERSHIP

None owned; identity fully dependent on title and tenure
DISPLACEMENT RISK

High. First absorbed in the next reorganization cycle.
2030 O0UTLOOK

High restructuring or forced-retirement risk

TYPICAL TELLS

"Al is overrated." "l have people for that." "We're doing an Al strategy this year."



The brutal math. Every quarter, some Adaptors convert to Multipliers and some Adaptors decay into
Avoiders. The conversion rate is one-way dominant: decay is four times more common than promotion
in the Q12026 cohort data. Sitting still is not neutral. Sitting still is decay.

CHAPTER 04 - THE THREE ARCHETYPES - 16



CHAPTER 05

By Function

The premium is universal. The shape is not. Lightcast, PwC and
our own Q1 2026 hiring data show the gap moves ditferently
inside each function. These are the six functions where most
readers of this report actually work.

Human Resources — +66% YoY Al-skill posting growth

Fastest-moving function - Highest premium for orchestration fluency

Talent acquisition, L&D and HR operations lead all functions in Al-skill demand growth. Al recruiting
agents, policy copilots, HRIS-integrated workflow automation, skills-based matching and people
analytics command the highest premium. The CHRO role itself is being redefined in real time: from
administrator of a people function to architect of a human-Al workforce.

Multiplier moves: Own recruiting-agent pipelines. Design policy GPTs with legal. Run a skills taxonomy
that feeds L&D and TA. Ship an Al-first onboarding flow. Publish a weekly HR Al newsletter for your
peer network.

Avoider trap: "We're piloting an Al HR tool with vendor X." No internal builder. No metric. No second
step.

Finance and FP&A — +40% YoY Al-skill posting growth

Early-mover advantage window - Large marginal premium for fluency

Quantitative analysts, FP&A, treasury and audit are re-pricing rapidly. Low base rate means large
marginal premium for fluency. Agentic spreadsheet modeling, variance commentary automation, close
acceleration and risk narrative generation dominate the early wins.

Multiplier moves: Automate close narrative. Ship variance explanation agents. Build FP&A co-pilots for
month-over-month analysis. Productize your forecasting IP into a fractional CFO offer.

Avoider trap: Treating Al as a spreadsheet add-in rather than as an orchestration layer over the whole
close and forecast cycle.



Marketing and PR — +50% YoY Al-skill posting growth

First function to fully absorb GenAI into daily production

Content ops, SEO/GEO (generative engine optimization), ABM personalization and creative testing now
run through Al layers. Premium concentrates in marketers who orchestrate agents, not those who
produce copy by hand. The fastest-growing sub-specialty is GEO — optimizing for ChatGPT, Claude
and Perplexity answer surfaces.

Multiplier moves: Build a content pipeline that ships 10x with 0.5x the team. Own your GEO stack.
Productize creative testing. Publish the Al-brand-voice playbook for your vertical.

Avoider trap: "We use ChatGPT for first drafts." That was table-stakes 18 months ago. The premium
has moved to orchestrating multi-agent campaign systems.

Legal and Compliance — +34% YoY Al-skill posting growth

Highest billable-rate uplift of any function

Contract review, diligence, compliance monitoring and litigation support are being restructured around
LLM workflows. Junior associate hours compress dramatically. Senior counsel who orchestrate Al
workflows command the largest hourly rate uplift of any function in the dataset — because the same
attorney can now deliver what required a three-associate team 18 months ago.

Multiplier moves: Own diligence agents. Build a contract-review LLM tuned to your firm or
department. Ship a compliance-monitoring system. Productize as a fractional GC offer.

Avoider trap: "Al hallucinates, we can't trust it with legal work." The Multiplier solved hallucination 18
months ago via eval sets and citations; the Avoider still uses the word as a universal veto.

CHAPTER 05 - BY FUNCTION - 19



Operations and Supply — +29% YoY Al-skill posting growth

Highest direct displacement pressure - Redesign premium

Customer service, operations analytics, supply planning and field operations face the steepest direct
displacement curve. Premium goes to operations leaders who redesign the process stack around
agents, not those who add Al chatbots to existing flows.

Multiplier moves: Redesign CX around agentic flows. Build operations copilots for field teams. Ship
supply planning agents. Own the planning-and-replanning loop.

Avoider trap: Adding a chatbot to an unchanged CX funnel and calling it "Al transformation." The
chatbot amplifies the broken process; it does not replace it.

Consulting and Advisory — +58% YoY Al-skill posting growth
Fastest fee-rate bifurcation - Most visible Multiplier archetype

Independent consultants and fractional executives are the most visible Multiplier archetype in the
dataset. Al leverage lets a solo practitioner deliver at partner-firm output. Premium stacks: Al-delivered
scope, productized IP, audience-led lead flow and multiple parallel income streams.

Multiplier moves: Productize a scope that runs through Al. Ship a signature diagnostic. Build an
audience-led lead system. Add a cohort offer on top of the bespoke work. Own the IP before the
engagement starts.

Avoider trap: Billing hourly for work that the Multiplier now delivers in a fixed-scope product at 5-10x
the effective rate.

Cross-function pattern

Across every function, three Multiplier moves show up regardless of domain:

1. Restructure one workflow around an agent, not around a tool. Tools add. Agents replace.

2. Ship a productized version of your expertise. Productization is the fastest path from hourly
rate to a multiplier.

3. Own an audience or a public surface. Without an owned channel, you are renting attention at
exactly the moment attention is being re-priced.

THE FUNCTION-PREMIUM FORMULA

Your function's YoY Al-skill posting growth is the ceiling of your individual
premium.



If your function grew +50% and you are flat, your compensation is mispriced downward relative to the market
clearing rate. The mispricing corrects either when you move roles (fastest) or when you restructure within the
role (requires leverage the Multiplier playbook provides).

CTA o FUNCTIOR=SRECIEFIC AL BUILLDS

Pick your function. We buildit for you.

Every function above has a +29% to +66% Al-skill demand wave running through it right
now. Portfolio Leverage Company ships function-specific Al build engagements that
make your team the Multiplier inside your industry — and trains your top performers to
keep building after we leave. HR copilots, FP&A automation, legal diligence agents,
agentic CX, GEO orchestration, productized consulting scopes: pick one. Book the call

to scope it.

Book a 30-min call with Yuri Kruman —

DIRECT CALENDLY - CALENDLY.COM/MASTERTHETALK/CALL-WITH-YURI-30-MIN - BRING
ONE WORKFLOW

CHAPTER 65 - BY FUNCTION - 21
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CHAPTER 06

The Timeline

The gap did not open overnight. It opened in six step-changes
between 2022 and Q1 2026. Each step moved the wage premium,
the deployment rate, or the exposure curve. The next two steps
are already visible in the data.

November 2022 — ChatGPT ships

Generative Al exits research. Non-tech Al skill demand begins a three-year +800% run. Wage premium
still minimal and concentrated in tech. The starting gun nobody noticed.

2023 — The tool adoption wave

Copilot, Claude, ChatGPT enter daily workflow across professional-services firms. Wage premium sits
at roughly 18 percent. The market treats Al fluency as a nice-to-have, not a pricing input.

2024 — Premium jumps to 25%

PwC flags the first universal industry premium. Entry-level developer hiring begins to decline in
specific cohorts. The re-pricing signal becomes visible to anyone reading quarterly data, still invisible
to most inside firms.

2025 — Premium hits 56%

The largest single-year wage re-pricing of knowledge work on record. 70 percent of organizations
now on GenAl in at least one function. The two-track economy becomes visible in individual
paychecks. The Adaptor population peaks. Archetype conversion begins accelerating.



Q1 2026 — Bifurcation visible

Two-track labor market openly acknowledged by WEF, Anthropic, Microsoft. Executive wage optimism
collapses to 12 percent. Entry-level ladder compresses further. The Multiplier population reaches ~14%
of mid-career cohort.

2027 forecast — Re-pricing locks in

Multipliers compound into principal and founder trajectories. Avoiders face their first wave of forced
restructurings. The ladder to mid-career does not rebuild; new entrants skip the old rungs by going
directly to Al-builder roles.

2028 forecast — Compensation band collapse

Expect: compensation bands inside firms compress at the low end and bifurcate at the top. Mid-career
non-augmented roles are repriced downward by 15 to 25 percent in nominal terms, or disappear.
Augmented roles break the existing band structure entirely.

CHAPTER 06 - THE TIMELINE - 22



CHAPTER 07

Who Is Most at Risk

The Al Wage Gap is not uniform. Risk concentrates along
predictable axes. The earlier you locate yourself accurately on

each, the more runway you have.

The risk matrix — five dimensions

Cohort age: early-career (22-30)
Cohort age: mid-career (35-55)
Cohort age: late-career (55+)

Task type: codified, rule-based, document-
heavy

Task type: tacit, judgment-intensive, cross-
stakeholder

Function: Operations, CX, Legal research,
Financial analysis

Function: HR strategy, M&A, BD, Executive
advisory

Employer posture: public, cost-optimizing,
shareholder-driven

Employer posture: private, growth-investing,
owner-operated

The early-career squeeze

Highest exposure
Highest asymmetry
Hardest to pivot

Fast automation

Premium protected

Highest displacement

Highest augmentation premium

Fastest restructures

More patient capital



The single clearest displacement signal in the dataset is the 20 percent drop in employment for
software developers ages 22-25 since 2024, alongside the 35 percent fall in entry-level white-collar
postings from LinkedIn. Al is absorbing codified, entry-level cognitive tasks first. The bottom rung of
the ladder is being pulled up and thrown out.

What this means for mid-career readers: the people who used to do your grunt work do not exist in the
same numbers. Which means either you do the grunt work yourself (decay), you do it with agents
(Multiplier), or the work does not get done and your role gets reduced in scope at the next review.

The mid-career asymmetry

Mid-career (35-55) is where this report concentrates. The asymmetry is:

e Downside: if you do nothing, you are the highest-cost line item in any restructure of a role that
Al can partially absorb.

e Upside: if you execute the Multiplier playbook, your two decades of domain judgment become
more valuable, not less, because Al leverage amplifies tacit knowledge faster than it replaces
it.

Tacit knowledge under Al leverage is compounding. Coditied knowledge
under Al leverage is evaporating. Mid-career professionals who have real
judgment have never had a more valuable moment — it they use it.

DALLAS FED / STANFORD HAI, SYNTHESIZED FINDING

CHAPTER 07 - WHO IS MOST AT RISK - 25



CHAPTER 08

The Career Beast Mode OS

Five phases. One compounding operating system. The
practitioner framework behind this report and the forthcoming
book. Condensed here to its essential scatfolding; the full 48-tool
version lives inside the cohort.

O1 SEE

Understand the real shape of the gap in your role, function and compensation band. No more
abstractions, no more "Al is changing everything" — map the specific tasks, specific agents, and
specific compensation curves that intersect with your job.

Tools: AI Wage Gap Scanner - Role Risk Mapper - Task Stack Analyzer - Exposure Audit

()2 MEASURE

Score yourself on the same five dimensions the market scores you on: Al Fluency, Output Leverage,
Income Diversity, Network Density, Personal IP. The Beast Score is the diagnostic. The goal is not the
score itself; it is the honest read that drives the next three phases.

Tools: Beast Score (free) - Income Resilience Calculator - Dependency Index - Optionality
Meter

()3 DESIGN

Architect the income portfolio, the Al integration roadmap and the network moves before you touch a
single new tool. Most executives skip this phase and go straight to EXECUTE, which is why their Al
work fails to compound. Design precedes execution.

Tools: Portfolio Canvas - Stream Selection Matrix - Network Density Map - AI Integration
Roadmap



https://aiwagegap.com/#beast-score

()4 EXECUTE

Launch the first income stream while still employed. Protect your IP. Negotiate hybrid scope with your
employer. Compound from day one. The Multiplier archetype is defined by executing this phase before
the decay cycle starts — not after.

Tools: First Stream Launcher - Client Acquisition 0S - Hybrid Scope Negotiator - IP
Protection Tracker

()5 SUSTAIN

Build the 10-year resilience layer: money OS, burnout firewall, identity beyond the role, ethical Al
compass. This is where most careers that reach Multiplier status collapse if the sustain layer is missing
— and where the patient ones compound into principal and founder trajectories.

Tools: Money 0S - Burnout Firewall - Identity Resilience System - AI Ethics Compass

Why the OS matters more than the tools

Every month a new Al tool arrives and claims to solve everything. The tools change. The OS does not.
The sequencing SEE — MEASURE — DESIGN — EXECUTE — SUSTAIN works because it mirrors the
actual causal structure of a compounding career: you cannot design what you have not measured; you
cannot measure what you have not seen; you cannot execute what you have not designed; you cannot
sustain what you have not executed.

THE SINGLE MOST COMMON MISTAKE

Executives skip SEE and MEASURE and jump straight into EXECUTE. They
pick a tool, ship something, and then wonder why it did not compound.

The compounding lives in DESIGN. Design is the phase that turns scattered activity into a portfolio.

CHAPTER 08 - THE CAREER BEAST MODE 0S - 28



CHAPTER 09

The Enterprise View

Every individual Al Wage Gap is also an organizational Al Build
Gap. The sister framework, tracked at aibuildgap.com, explains
why 78 percent of enterprise Al initiatives fail and why
organizations cannot retain the Multipliers they do have.

The 78% failure rate

Seventy-eight percent of enterprise Al initiatives never reach production ROI. The failure mode is not
technology. It is not budget. It is not executive buy-in — 99 percent of executives know GenAl and 92
percent are planning to increase investment. The failure mode is the Al Build Gap: the organizational
capability chasm between companies whose teams can use Al tools and companies whose teams can
actually design, build, deploy and maintain Al tools.

The four structural deficits

1. No internal builders. The organization has Al consumers and Al champions, but no one who
can design, ship and maintain custom Al tools.

2. Capability leaves with vendors. External consultants build Al tools, then leave; the receiving
team reverts to legacy workflows it cannot troubleshoot.

3. Adoption metrics instead of capability metrics. The org measures licenses and training
completions rather than shipped Al artifacts and the builders who produced them.

4. Governance without execution. The Chief Al Officer, steering committee and compliance
playbook exist; the organization still ships nothing.

How the Wage Gap and Build Gap interact

The Build Gap is one of the primary drivers of the Wage Gap: enterprises that cannot build their own Al
cannot compensate or retain the Al builders they do have. That retention failure accelerates the


https://aibuildgap.com/

individual premium, drains internal capability, and widens the enterprise gap against competitors that
have closed it. The two gaps are a single flywheel — spinning in a direction that rewards the Multiplier
archetype and penalizes the organization with no internal Builders.

The Wage Gap is the career consequence. The Build Gap is the
organizational root cause. Same economy, two units of analysis, one
compounding flywheel. Organizations that try to solve the Wage Gap
(better retention, more training) without closing the Build Gap (internal
builders, shipped artifacts) lose on both sides.

THE TWO-GAP SYNTHESIS — Al BUILD GAP - YURI KRUMAN

The organizational playbook, abbreviated

Full treatment at aibuildgap.com, summarized here for executive readers whose employer is still stuck:

1. Pick the 2-3 highest-ROI workflows first.

2. Build with the team, not for the team (no vendor-handoff pattern).
3. Designate Al Builders, not Al Champions.

4. Measure shipped artifacts, not license counts.

5. Compound the flywheel: each build creates the next.
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CHAPTER 10

)2 2026 Forecast

What the Q1 2026 data tells us about the next 90 days.
Predictions are dangerous but patterns are real. Here is what to
watch.

Probable — watch for these in Q2

e Wage premium stabilization at 55 to 60 percent. The 25 to 56 percent jump will not repeat at
that magnitude. Expect plateau, not reversal. Revaluation concentrates inside the 55-60 band.

e Function-level divergence sharpens. HR, Consulting and Marketing keep accelerating.
Operations and CX see the first visible wage compression as agent-first vendors ship
production-grade replacements.

e Entry-level compression continues. Expect another 5 to 10 percent drop in entry-level white-
collar postings, concentrated in the 22-27 cohort.

e First major enterprise restructure announcements. Two to three Fortune 500 firms will
announce restructurings explicitly tied to Al capability gains. The word "Al" will appear in the
8-K language for the first time at scale.

e The Al Wage Gap enters mainstream political discourse. Expect 2-3 major opinion columns
or Congressional hearings. The framework name stays attached to Yuri Kruman; the discourse
about "what to do" goes broader.

Less probable — but worth tracking

e First Fortune 500 Chief Builder role. Separate from Chief Al Officer. Reporting to CEO.
Explicitly responsible for shipped artifacts, not strategy decks.

¢ Union-level response in a white-collar function. Probably HR or Legal. Slow-moving but
worth watching.

o First insurance product priced on Al-skill exposure. Displacement insurance or career-
continuity bonds. Low probability in Q2, materially probable by Q4 2026.



What to do about all of it

The forecast is a checklist, not a theory. Every probable item above expands the premium for
Multipliers and tightens the squeeze on Avoiders. The Adaptor cohort is the largest and the most
unstable — meaning the biggest Q2 pivot opportunity is inside that middle. If you are an Adaptor
reading this, your next 90 days decide which population you belong to by Q3.

CHAPTER 10 - Q2 2026 FORECAST - 31



CHAPTER 11

Call to Action

You made it to page 32 of a research report. You already know the
market is bifurcating. The only remaining question is what you do
about it in the next 30 days.

PRIMARY - BOOK THE CALL

Talkto Yuridirectly. 30 minutes. No pitch deck.

If your team or your company is on the wrong side of any number in this report, the
fastest move is a 30-minute call. Two paths we ship on every engagement:

Custom Al Builds Al Builder Training

Production-grade agents and workflows for HR, Your top 50 leaders learn to build Al systems
Operations, Finance, Legal, GTM. Built with themselves. Cohort + 1:1 + shipped artifacts.
your team. Capability stays after we leave. The single largest productivity lever inside the
Typical engagement: 4-12 weeks. firm.

Book a 30-min call with Yuri Kruman —

DIRECT CALENDLY - CALENDLY.COM/MASTERTHETALK/CALL-WITH-YURI-30-MIN - 30 MIN
- NO PITCH



https://calendly.com/masterthetalk/call-with-yuri-30-min

ALSO - TAKE THE BEAST SCORE

Measure your Al Wage Gap in 60 seconds.

The public diagnostic on aiwagegap.com scores you on the same five dimensions the market
prices: Al Fluency, Output Leverage, Income Diversity, Network Density and Personal IP.
Honest inputs only.

- aiwagegap.com/#beast-score - Free - 60 seconds

ALSO — PRE-ORDER THE BOOK

The Detfinitive Guide to Closing the AI Wage
Gap.
Five parts, 20 chapters, 250-300 pages. 70 percent practical, 30 percent thought leadership.

Built around the full 48-tool Career Beast Mode OS. Pre-order secures a signed first edition,
the Q1-Q4 2026 intelligence reports, and a free full Beast Score diagnostic. Launch Q3 2026.

- portlev.com - Pre-order the book

ALSO - SUBSCRIBE TO THE LEVERAGE BRIEF

The weekly intelligence dispatch.

One brief every week: new wage-premium data, function-level Al displacement signals, frontier
tools worth learning, Beast Score case studies, and one specific move to make this week. Free.
Unsubscribe in one click.

» leveragebrief.beehiiv.com - Free - Weekly

The only wrong move is waiting for Q2 2026 data to come out before you act on Q12026 data. The
quarterly refresh is a lagging indicator. The move you make this week becomes a compounding input in
the next three quarterly reports.


https://aiwagegap.com/#beast-score
https://aiwagegap.com/#beast-score
https://portlev.com/
https://leveragebrief.beehiiv.com/




CHAPTER 12

Sources and Methodology

Every statistic in this report is sourced from peer-reviewed
research, large-scale labor datasets or named executive surveys.
Updated quarterly. If a number lacks a source, it does not ship.

Primary sources

PwC — 2025 Global Al Jobs Barometer. ~1 billion job advertisements analyzed. Source of the
56% wage premium, 4x productivity growth, and function-level breakdown.
pwc.com/gx/en/issues/artificial-intelligence/job-barometer

Lightcast — Beyond the Buzz + Global Al Skills Outlook. 1.3 billion job postings. 28% one-
skill, 43% two-skill salary premium. Non-tech GenAl skill demand +800% since 2022.
lightcast.io/resources

Stanford HAl — 2026 Al Index Report. 70% org GenAl adoption, 2.5% of US postings mention
Al skills, -20% employment for developers 22-25 since 2024. hai.stanford.edu/ai-index/2026-
ai-index-report

World Economic Forum — Davos 2026 Future of Jobs outlook. 27% cumulative Al wage
growth since 2019. Only 12% of executives expect Al to raise worker wages. weforum.org
McKinsey — The Economic Potential of Generative Al. $4.4T-$7.9T annual productivity value.
14.2x output multiplier in mature use cases. mckinsey.com

Anthropic / Fortune (March 2026). 50% of entry-level white-collar work at disruption risk.
fortune.com

Microsoft — Workforce Impact Analysis. 5 million US white-collar roles flagged "facing
extinction."

Goldman Sachs — Labor Exposure Analysis. 11.7% of the total US workforce has fully Al-
automatable tasks.

LinkedIn Economic Graph. -35% entry-level white-collar posting volume vs 2023 baseline.
Deloitte — Executive Survey. 72% of executives report significant Al disruption risk within 24
months.

BCG — Enterprise Al Benchmarks. 78% of enterprise Al initiatives fail to reach production
ROI.


https://www.pwc.com/gx/en/issues/artificial-intelligence/job-barometer/2025/report.pdf
https://lightcast.io/resources/research/the-lightcast-global-ai-skills-outlook
https://hai.stanford.edu/ai-index/2026-ai-index-report/economy
https://hai.stanford.edu/ai-index/2026-ai-index-report/economy
https://www.weforum.org/stories/2026/01/davos-here-s-what-to-know-about-jobs-and-skills-transformation/
https://www.mckinsey.com/capabilities/tech-and-ai/our-insights/the-economic-potential-of-generative-ai-the-next-productivity-frontier
https://fortune.com/2026/03/06/ai-job-losses-report-anthropic-research-great-recession-for-white-collar-workers/

Original research

* Q12026 coaching cohort (n = 412). Archetype distribution (14/52/34
Multiplier/Adaptor/Avoider) derived from active executive coaching engagements inside
Portfolio Leverage Company.

e Beast Score calibration dataset. Self-reports across the five-dimension diagnostic across the
same cohort, used to set the 0-25 / 25-45 [/ 45-65 / 65-82 / 82-100 verdict bands.

e Function-level cohort signal. Year-over-year Al-skill posting growth rates cross-checked
against Lightcast and PwC public data; directional agreement where observable.

Methodology notes

e Attribution. The "Al Wage Gap" and "Career Beast Mode" frameworks are coined and defined
by Yuri Kruman. Every statistic is attributed inline to its primary source. Framework claims are
distinct from data claims and should not be conflated.

e Update cadence. Quarterly. Every 90 days. Next edition: Q2 2026, target release end of June
2026.

e Correction policy. If a statistic is disputed or revised upstream, the correction ships in the next
edition and is logged in the errata on aiwagegap.com.

Citation

APA: Kruman, Y. (2026). The AI Wage Gap Report — Q1 2026 Edition. Portfolio Leverage
Company. https://aiwagegap.com/report

Short form: (Kruman, 2026, aiwagegap.com)

End of report. Thank you for reading.
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