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Executive Summary
The dominant conversation around AI and work has been consumed by fear. Which jobs disappear? Which industries
get hollowed out? Which professionals become obsolete? It's an understandable anxiety and not entirely wrong. But it
is catastrophically incomplete.

What almost nobody is building towards is the architecture that sits on the other side of that disruption: the architecture
in which AI handles the information layer, and humans handle the meaning layer. Where intelligence isn't replaced, it's
restructured. Where the real competitive advantage isn't the model you're running, but the system you've designed
around it.

That is precisely what Intradiegetic is building.

This report draws on the analytical frameworks emerging from economic and labor market research in 2025–2026: the
six demand elasticities, the two unlock mechanisms, and the seven human premium categories that define where
durable value sits in an AI-saturated economy.

The conclusion is not optimistic speculation. It is an operational reality being built right now: human-AI architectures are
the new infrastructure layer of the knowledge economy, and organizations that understand how to design them will
define the next decade.
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INTRADIEGETIC THE QUESTION NOBODY IS ASKING

SECTION 01

The Question Nobody Is
Asking.

There is a systemic failure in the way AI's economic impact is discussed.
Vast analytical energy has been directed toward identifying which jobs are
most at risk.
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The Question Nobody Is Asking
There is a systemic failure in the way AI's economic impact is discussed. Vast analytical energy has been directed
toward identifying which jobs are most at risk, while almost no attention has been paid to mapping the new categories
of work AI actually creates. Even the optimists tend to argue backward — citing historical analogies, automation
precedents, and industrial transitions — without ever describing specifically what the future looks like.

This is the wrong question. And when you're asking the wrong question, you build the wrong architecture.

The assumption baked into almost every AI displacement narrative is that demand stays constant. Economists call this
the lump of labor fallacy. BCG's 2026 microeconomic modeling confirms that the pattern holds again: when productivity
gains from AI use trigger increased demand for end products, the net effect on employment is expansion, not
contraction, particularly in roles with high augmentation potential.

What the lump-of-labor fallacy misses entirely is the expansionary nature of demand. Goldman Sachs Research makes
the mechanism explicit: where AI augments human workers, lower cost per unit of output generates new demand, and
that demand creates a net increase in employment in those sectors.

The more interesting and strategically useful question isn't
which jobs disappear — it's where specifically does demand
expand, and at what speed?

That is the question Intradiegetic was built to answer.
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INTRADIEGETIC THE SIX DEMAND ELASTICITIES: WHERE NEW VALUE 

SECTION 02

The Six Demand Elasticities:
Where New Value Appears.

Economic analysis consistently identifies six distinct forms of demand
elasticity that AI unlocks. Each represents a different mechanism by which
new work and new value enter the market.
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The Six Demand Elasticities: Where New Value
Appears
Economic analysis of AI's labor market impact consistently identifies six distinct forms of demand elasticity that AI
unlocks. Each one represents a different mechanism by which new work and new value enter the market. Together,
they form the map of where human-AI architecture creates a durable competitive advantage.

1. Price Elasticity — The Long-Tail Activation
The most visible mechanism is that AI makes services cheaper, so more buyers enter the market. An organization that
couldn't justify a significant investment in communications strategy, content architecture, or intelligence analysis can
suddenly do so as AI collapses those costs by an order of magnitude. The long tail of organizations that were never
clients of professional service providers becomes an active market for the first time.

2. Access Elasticity — Removing the Bottleneck
It isn't simply that a service becomes cheaper — it's that barriers that had nothing to do with price are removed.
Geographic distance, specialist waitlists, institutional gatekeepers, and timezone constraints. AI collapses these
frictions. Senior strategic communications counsel has historically been a scarce resource, concentrated in major
capitals. AI-augmented systems change that topology entirely.

3. Complexity Elasticity — The Navigation Layer
Regulatory environments, compliance frameworks, communications governance structures, media ecosystems, and
stakeholder landscapes are systems so complex that navigating them requires either deep expertise or a guide. AI acts
as the guide. IDC's 2026 Future of Work analysis confirms this: AI tools are saving workers more than 40% of their
typical workday.

4. Continuity Elasticity — Always-On Intelligence
Before AI, continuous monitoring and continuous advisory presence were economically impossible at any meaningful
scale. AI changes that calculus entirely. Strategic planning with AI in 2026 is no longer a once-a-year exercise — it is a
continuous, AI-powered process that adapts to real-time data, market shifts, and emerging risks.

5. Personalization Elasticity — From Generic to Bespoke at Scale
When AI reduces the cost of customization, personalized products and services become viable at mass scale.
Architecture that is genuinely specific, built around each client's environment and continuously updated as that
environment evolves, is now the deliverable.

6. Relational Elasticity — The Human Signature as Value
In what economists term the 'relational sector,' how something was made and who made it is integral to its value.
When AI floods the supply of cheap outputs, human-made, human-delivered work carries a premium by contrast. The
authenticity signal, the relationship signal, and the accountability signal become scarcer as AI capability increases.
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INTRADIEGETIC TWO UNLOCK MECHANISMS: AFFORDABILITY AND POSS

SECTION 03

Two Unlock Mechanisms:
Affordability and Possibility.

The six elasticities collapse into two distinct unlock categories that map
where new markets and new roles emerge.
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Two Unlock Mechanisms: Affordability and
Possibility
The six elasticities collapse into two distinct unlock categories. Both are operative in Intradiegetic's business model.

THE AFFORDABILITY UNLOCK

Same menu, lower price. Existing services reach entirely
new market segments because the cost structure
changes. For Intradiegetic, this means the strategic
communications, intelligence synthesis, and operational
architecture previously reserved for large corporate
budgets become accessible across a much wider client
base. Gartner's Professional Services Outlook 2026
notes that 70% of professional services organizations
plan to increase AI investment this year.

THE POSSIBILITY UNLOCK

New menu entirely. Categories of service that didn't
previously exist at scale become operationally viable for
the first time. Continuous preventative intelligence
wasn't just too expensive before AI — it was
operationally impossible. Intradiegetic's infrastructure,
built on containerized AI systems, RAG-enabled
knowledge bases, automated workflow orchestration,
and continuous monitoring pipelines, makes this
category possible.
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INTRADIEGETIC THE HUMAN PREMIUM: SEVEN CATEGORIES THAT CANN

SECTION 04

The Human Premium: Seven
Categories That Cannot Be
Automated Away.

The capability question — Can AI perform this task? — is the wrong
question. The right question is: Does AI-only delivery meet demand?
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The Human Premium: Seven Categories That
Cannot Be Automated Away
The most strategically important question addresses the AGI objection directly. The capability question — Can AI
perform this task? — is the wrong question. The right question is: Does AI-only delivery meet demand? IBM's research
on AI governance makes the point plainly: earning organizational trust is not a technical challenge — it is
socio-technical, requiring human accountability at every layer of deployment.

Seven categories of value emerge as structurally attached to human involvement even when AI can perform the
underlying task. These are not gaps waiting to be filled by better models. They are features of how humans experience
value — features that AI capability improvements do not erode and may actually amplify.

1. Relationship
The human component of a relationship is not incidental to the service: it is the service. Continuity, accumulated trust,
shared context, and the experience of being known by another person are integral to the value delivered. For
Intradiegetic, clients aren't paying for reports — they're paying for a thinking partner who happens to have the most
powerful information processing infrastructure available.

2. Embodied Presence
Physical presence matters. In high-stakes communication contexts — a reputational crisis, a board presentation, or a
media confrontation — the presence of a trusted human advisor offers value that no AI system, current or prospective,
can replicate.

3. Trust
Humans are social creatures. We validate ideas through other people. In many high-stakes contexts, organizations
require a human layer to make AI-generated intelligence believable, emotionally acceptable, and actionable. In 2026,
trust — not technology — has become the only durable competitive advantage.

4. Accountability
Someone has to own the outcome. People want a person who signs off, escalates when things go wrong, explains the
reasoning, and is responsible for the quality of the advice. Accountability is a structural requirement, not a transitional
preference.

5. Translation
The real skill isn't prompt engineering — it's understanding what an organization actually needs, translating that need
into a form the AI infrastructure can process, and translating the output back into something the organization can act
on. That translation skill is Intradiegetic's core professional competency.
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6. Behavior Change

Knowing what to do and doing it are different problems. In domains where behavior change is the actual goal — and
communications and organizational culture are definitively such domains — a human presence matters in ways that AI
cannot yet replicate.

7. Provenance and Status
The human signature is part of the value in bespoke work. Strategic advice that carries the name, reputation, and
professional standing of a trusted advisor is not equivalent to the same advice delivered by a system, regardless of the
system's quality.
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INTRADIEGETIC SIX NEW ROLE ARCHETYPES: THE STRUCTURE OF THE

SECTION 05

Six New Role Archetypes:
The Structure of the New IA
Workforce.

Across multiple sectors, six recurring role archetypes emerge as the
structural functions embedded in every organization that successfully
deploys human-AI architecture.
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Six New Role Archetypes: The Structure of the
New IA Workforce
Across multiple sectors and analytical frameworks, six recurring role archetypes emerge as the structural functions that
will be embedded in every organization that successfully deploys human-AI architecture. These are not job titles —
they are the workforce Intradiegetic is building.

Role Archetype Function Human Premium Protected

Navigator Guides people through systems too complex to face
alone

Complexity, trust, translation

Continuous Support
Worker

Provides ongoing human support around
AI-monitored systems

Relationship, behaviour change,
presence

AI-Augmented Operator Delivers professional services to new market tiers via
AI

Accountability, provenance,
translation

Data & Operations
Specialist

Ensures AI-enabled systems are reliable and
trustworthy

Accountability, trust

QA, Safety & Compliance
Role

Audits AI-mediated services for safety, legality, and
fairness

Accountability, trust

Escalation Specialist Handles the hardest cases that AI routes upward All seven premiums

Every Intradiegetic engagement maps directly onto this architecture. The intelligence and monitoring layer is
AI-handled. The judgment, relationship, accountability, and escalation layer is human-handled. They are
interdependent components of a single system designed to deliver outcomes that neither could achieve independently.
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INTRADIEGETIC CASE STUDY: CONTINUOUS INTELLIGENCE ARCHITECT

SECTION 06

Case Study: Continuous
Intelligence Architecture in
Practice.

To illustrate how this architecture operates in the real world, consider a
mid-sized professional services organization managing a complex
stakeholder environment across multiple markets.
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Case Study: Continuous Intelligence
Architecture in Practice
To illustrate how this architecture operates in the real world, consider a mid-sized professional services organization
managing a complex stakeholder environment — regulatory bodies, media, industry associations, and a diverse client
base across multiple markets.

The Traditional Model
Under the traditional model, their communications function is reactive and episodic. A reputational signal emerges in
the media. A stakeholder relationship develops friction. A regulatory development creates ambiguity. In each case, the
response is triggered by the event: a briefing is commissioned, an advisor is called, a response is drafted. The
intelligence arrives late. The options are constrained. The organization is always catching up.

Under a Human-AI Architecture
The model inverts entirely. The AI layer runs continuously: ingesting media signals across all relevant channels,
monitoring stakeholder sentiment, tracking regulatory developments, flagging pattern changes against established
baselines, and routing prioritized intelligence to the human layer in real time.

The human layer engages at the moments that require judgment: interpreting a flagged signal in the context of the
organization's specific relationships and history, deciding which stakeholders require direct contact, drafting
communications that carry the provenance and accountability weight that only a named professional can provide.

The Structural Results

• The organization moves from reactive to preventative.

• The communications function shifts from crisis management to strategic relationship stewardship.

• The intelligence informing decisions is richer, faster, and more continuous than any purely human team could
sustain.

• Human professionals operate at the level of judgment and relationship — the level at which they create the
most value.

• This is not a cheaper version of the old service model. It's a category of intelligence and communications
architecture that didn't exist at scale before.



INTRADIEGETIC CASE STUDY: CONTINUOUS INTELLIGENCE ARCHITECT

16

INTRADIEGETIC WHY THIS IS A PILLAR, NOT A FEATURE

SECTION 07

Why This Is a Pillar, Not a
Feature.

The demand elasticity framework, the possibility unlock mechanism, and
the human premium model are a precise description of the structural logic
that makes Intradiegetic's business model not just viable, but increasingly
necessary.
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Why This Is a Pillar, Not a Feature
The demand elasticity framework, the possibility unlock mechanism, and the human premium model are not a
commentary on the future of work in general. They are a precise description of the structural logic that makes
Intradiegetic's business model not just viable, but increasingly necessary.

As AI capability increases, the lump of labor fallacy will be progressively exposed. Demand will expand across all six
elasticities. BCG's modeling projects that 50–55% of US jobs will be meaningfully reshaped by AI over the next two to
three years, with the most significant growth concentrated in roles with high augmentation potential and elastic
demand.

The human premium categories are not vulnerabilities in an otherwise AI-dominated system. They are the most
durable sources of value in the new economy: the relationship, the accountability, the translation, the trust, the
provenance. These are precisely what Intradiegetic delivers at the interface between its AI infrastructure and its clients.

IDC projects that organizations measuring and optimizing human-AI collaboration — rather than just raw automation
rates — will see margin gains of up to 15% by the end of the decade. That is the architecture Intradiegetic is building.

The new roles AI creates are not a consolation prize for displaced workers. They are the professional structure of the
knowledge economy that follows this transition. Intradiegetic is building that architecture. This is the foundational
design principle that everything else is built on.
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INTRADIEGETIC FIRST STEPS: WHERE TO GO FROM HERE

SECTION 08

First Steps: Where to Go
From Here.

Understanding the architecture is the beginning. The organizations that
move from understanding to implementation in the next 12–18 months will
establish compounding advantages.
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First Steps: Where to Go From Here
Understanding the architecture is the beginning. The organizations and professionals that move from understanding to
implementation in the next 12–18 months will establish compounding advantages over those that wait for the model to
become conventional wisdom.

01 Audit the Information Layer

PURPOSE Before building a human-AI architecture, map what intelligence your organization currently
runs on. Where does strategic information come from? How current is it? How much senior
professional time is consumed by information processing rather than judgment and
relationship?

ACTION This audit surfaces the gaps that a continuous AI intelligence layer is designed to fill — and
quantifies the value of closing them.

02 Identify the Human Premium Anchors

PURPOSE Every organization has specific functions where the seven human premium categories —
relationship, presence, trust, accountability, translation, behavior change, provenance — are
non-negotiable.

ACTION Map them explicitly. These are the functions that must remain human-led in any architecture
you design. Everything else is a candidate for AI augmentation or automation.

03 Design for Continuity, Not Episodes

PURPOSE The single most consequential shift in human-AI architecture is moving from episodic to
continuous intelligence.

ACTION Start with one domain — media monitoring, stakeholder sentiment, regulatory signals,
competitive positioning — and build the continuous layer there.

04 Build the Translation Infrastructure

PURPOSE The human-AI interface is where most implementations fail. It is not enough to have a capable
AI layer and a capable human layer.

ACTION Design the translation infrastructure intentionally: structured briefing systems that convert AI
outputs into actionable human decisions, escalation pathways that route the right signals to
the right people.
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05 Establish Accountability Architecture

PURPOSE Every AI-augmented output must have a human accountable for it. This is not a governance
formality — it is the mechanism through which the human premium of accountability is
preserved.

ACTION Define clearly who owns what, what the escalation structure looks like, and how decisions are
audited.

06 Measure Collaboration, Not Just Automation

PURPOSE The temptation in early human-AI implementation is to measure what is easiest to count: time
saved, tasks automated, cost reduced. These are real benefits, but they are not the
architecture's full value proposition.

ACTION Build measurement frameworks that capture collaboration quality: decision speed, intelligence
accuracy, stakeholder relationship outcomes, and reputational and commercial results.
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Human-AI architectures are
the new infrastructure layer
of the knowledge economy.
Intradiegetic is building it.

Intradiegetic builds the operating layer through which organizations sense change, align people, and act at speed.
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