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Introduction: From FOMO to FOJO

I got my first job at fifteen. My National Insurance card hadn’t arrived yet – or was still in the post – so if anyone from HMRC is reading, go gently. I worked at a dry cleaning company in southwest London in a decidedly well-to-do area. For British readers, the Waitrose on the high street tells you everything you need to know about the neighbourhood.

Surrounded by clingfilm-wrapped jackets and blouses, amid the smell of cleaning products and the occasional ring of the doorbell announcing customers, I’d spend my shifts thinking about my media studies coursework due at the end of the week while shrouding garments in protective film.

We had some notable customers – including Kate Winslet, the BAFTA and Oscar-winning actress, whose ball gowns were regularly dropped off (though I never saw her in person). Occasionally, we’d also handle suits belonging to Sir Cliff Richard himself. It’s worth noting I never met, nor saw any of these celebrity clients, but my boss Michael (not his real name for above cash-in-hand-based reasons) assured me they were legit.

After a summer slinging jackets, I got upgraded to slinging papers as I shuttled legal documents from my father’s barrister’s chambers up and down Fleet Street in Central London. He was a senior clerk to one of the premium sets in London’s busy Lincoln’s Inn, the home of the legal world in the centre of the bustling city.

These boxes of papers were housed in cardboard containers wrapped with a thin pink ribbon – a sight all barristers and clerks of that era would recognize and which can still occasionally be seen today.1 This was the Dropbox of 1998, the Gmail of the 1990s – information moving at whatever speed I could lug a carton of papers up and down the stairs of the leather-padded, mahogany-clad offices of Her Majesty’s Queen’s Counsel.

It’s fair to say work has come on a long way since then, and certainly the way we move information. These jobs now seem almost quaint in their simplicity. Yet they illustrate something profound about how work has fundamentally transformed in just a few decades, and help us understand why we’re standing at such a critical inflection point with artificial intelligence.

While jobs like these still exist today, many similar roles have disappeared due to automation. I believe these two particular jobs are relatively AI-proof, but much of the drudgery associated with this type of work sits on the edge of being automated away – and that’s precisely what this book will help you navigate.

If you’re leading an organization of any kind – whether it’s an entrepreneurial start-up, a large enterprise, a division of a multinational, a community group or church, a charitable organization, or simply trying to lead your household effectively – you face one fundamental challenge: how do you lead in the age of AI?

The great job fragmentation
A recent browse through LinkedIn reveals engineering roles that have exploded into dozens of specialized positions2 – artificial intelligence engineer, back-end software engineer, data scientist, machine learning engineer – roles that were once simply ‘engineer’. McKinsey data shows that Fortune 500 companies have seen a 37 per cent increase in job titles in just the twenty years since the mid-2000s.3 It’s got almost comically out of hand, job titles now read like superhero alter egos:


	Change Chatter

	Retail Jedi

	Accounting Ninja



We’ve fragmented work into smaller and smaller bite-sized chunks, created deep specializations for each fragment, then stratified them through junior, mid-weight, senior and executive levels. Somewhere in that stack, we’ve all become more broken into different parts of what we do.

This fragmentation wasn’t random – it all traces back to putting computers on our desks. That single change catalysed a series of macro trends that nobody predicted when the computer first came into the office:


	Technological complexity crept in, forcing us into our own systems, silos, and ways of doing things.

	Process fragmentation broke our tasks down into smaller parts so we could give people different jobs to own different pieces.

	Deep specialization became necessary as each fragment required specific expertise.

	Scaling challenges emerged because, to make organizations bigger, we had to fragment processes down and replicate them over and over again.



And technology just made this ultimately more complicated.

Understanding this fragmentation is crucial because we’re now seeing it begin to reverse. Recent data shows we’re already seeing 31 per cent fewer specialized roles being hired for in some sectors.4 The specialization of jobs is beginning to ‘frazzle at the edges’ because AI systems can be trained on specialist knowledge, meaning humans need to become more capable of doing the stuff that AIs can’t do well.

For most of us in the knowledge economy – those whose jobs would be very hard to do without a computer – this transformation is already underway. If you spend your days moving bits and information around, either from person to person or organization to organization, whether in legal services, HR, education or countless other sectors, then AI is going to impact what you do to a greater or lesser extent.

Walk into any average business and you’ll see people sitting behind computers: sending emails, doing research, organizing documents, creating documents, sending more emails. All of these activities – relating with other humans, sending information, creating documents – are fundamentally about to change in terms of what it means to do that type of work.

The rise of the full stack professional
But this shift isn’t just about job displacement – it’s about fundamental role transformation. We’re moving towards what I call the ‘full stack professional’. When we stop fragmenting different roles into different parts, and we begin to have to do all of it a bit more because we’ve got AIs to help us, we start modelling a new form of professionalism.

The term ‘full stack’ comes from software development, where a full stack developer can work across all layers of an application – front end, back end, database, everything. Full stack professionals in the AI age will similarly work across multiple domains that were previously specialized roles, but with AI systems handling the technical execution while humans focus on orchestration, strategy and the uniquely human elements.

This represents a return to integration after decades of fragmentation. Instead of the traditional organizational pyramid with lots of junior staff gradually narrowing to more senior expertise at the top, we’re seeing organizations develop into a ‘diamond shape’ – a much wider breadth of expertise in the centre, but fewer traditional junior roles.

The middle of organizations is about to get much bigger, filled with professionals who can:


	Master AI orchestration. What does it look like to have a thousand workers that can work faster than you, better than you in the niches you’re not good at, working at your disposal and command? This is more like being a conductor of an orchestra than a player of an individual piano. You’re not just setting the tune – you’re making sure everyone is on board at the same time. And some of those ‘people’ are going to be people, and some are not going to be people.

	Develop higher-order human skills. Leadership, empathy, strategy, cultural fluency – things that AIs fundamentally aren’t very good at. They don’t have real-time access to the conversation happening in the corridor, or what just happened in the news this morning, or how people are feeling and the temperature of a place. We humans have that stuff, and it’s what we need to teach.

	Navigate cultural context. Particularly in international businesses that have gone through mergers, acquisitions and team integrations, cultural fluency isn’t just about language or heritage – it’s about understanding what it means to do this work here, with this particular group of people, in this moment.

	Think strategically. Strategy is a complex and amorphous thing, but humans are actually very good at it while AIs fundamentally aren’t. AIs are mostly predicting from things they’ve seen before rather than navigating things they’ve never seen. We’re much better at that kind of strategic thinking.



This shift towards full stack professionals will be more aligned to who you are as a person at core personality and value levels than the skills you accumulated through university and early career years. Think of it like the difference between Myers-Briggs profiles and job descriptions – your fundamental way of approaching problems becomes more important than your specific technical training.

So where are we now? FOMO turns to FOJO

I’ve been trying to summarize this for people as AI momentum has built, and I would put it this way: 2024 and the latter part of 2023 was the age of ‘FOMO’ when it came to AI. You know what FOMO is – Fear of Missing Out. Everybody jumping on the bandwagon, everyone looking for ways to do more of this type of stuff. ‘Let’s use ChatGPT, let’s get Copilot, let’s build our own thing.’ People were creating cartoon action figures of themselves just because they could.

The fear of missing out was what catalysed most of our initial interest in trying out AI. But the reason I get booked to speak to organizations more often these days isn’t because of the FOMO part – it’s what I call ‘FOJO’: the Fear of Job Obsolescence. ‘This is going to take my job.’ I hear that all the time. More broadly: ‘Is this going to take my job? Are bits of the economy going to become obsolete?’ It breeds a form of AI anxiety. When people look at their daily and weekly schedules, they think, ‘There are bits of this which an AI should be doing, rather than me sitting here doing it.’

You’ve probably heard the phrase: ‘AI is not going to take your job – someone who knows how to use AI is going to take your job.’ I used to think that was fair, but now I think it’s rubbish. Some AIs are going to take some jobs, and we should just own up to that. Not be afraid of it, just accept it and decide what to do about it. Maybe not your job, but maybe the job you never chose to recruit for, or the job someone five years down the line was going to have – or not, as the case may be. The idea that AI is going to significantly impact how we work seems somewhat inevitable. And if anything is inevitable, you start preparing for it.

The AI inflection point: understanding our moment
This isn’t just about individual jobs or even individual productivity gains. Recent research shows5 that individuals with AI can match the performance of teams of three to four people who don’t have access to AI. Teams given AI access are three times more likely to produce exceptional solutions – those in the top 10 per cent of quality outcomes.

When we have teams that are three times more effective and able to produce top-quality outcomes, we enter into a very different shape of work. But here’s the challenge: most organizations are approaching AI as if it’s just another tool to add to their existing fragmented systems. They’re missing the bigger picture. We need a new kind of nervous system in the way we work. This is more than just an extension of how we work – it’s rewiring it entirely.

One of the few university books I kept from my days at the University of Westminster library was Marshall McLuhan’s Understanding Media: The Extensions of Man.6 McLuhan describes electric technology as being ‘within the gates of the citadel’ – meaning electricity is reshaping patterns of social interdependence and every aspect of our personal lives. He portrays electronic media as an extension of humanity – specifically of our nervous system – creating a ‘global village’ where information flows instantaneously across vast distances.

While this extension metaphor applies to AI, I believe something even more profound is happening. AI isn’t just extending our capabilities – it’s completely rewiring how we work. McLuhan focused on how digital media would accelerate our connections, allowing us to share knowledge across vast distances and communities.

What we’re witnessing now is more like a nervous system rewiring.

Traditional work hierarchies and information flows – even how information comes into being – will no longer depend solely on how quickly humans can create and share it. Instead, all information will live in one interconnected space where we can collectively learn from and build upon it over time. This collective intelligence within our organizations presents the central challenge for leaders of AI-enabled companies – how to effectively harness, leverage, and cultivate this shared intelligence.

I think AI represents a rewiring of the circuitry of how we do work. Your organization needs more than scattered AI tools – it needs an AI nervous system. Just as your biological nervous system coordinates information flow, decision-making and responses throughout your body, an organizational AI nervous system coordinates intelligence, decision-making, and action across your enterprise.

The three parts of your AI nervous system
Every good nervous system has three parts to it, and this framework will structure our entire approach to building sustainable AI capabilities that support full stack professionals.

Part One: The brain – building better intelligence

The first part of our ecosystem is the brain. These AI models we’re talking about – large language models – are more like brains than they are algorithms. You know what an algorithm is, right? A simple algorithm would be A + B = C. Whatever we put in the front end, we all get the same answer out the back. But these AI systems don’t work like algorithms. They have algorithms in them, but they’re much more like brains, relying on transformer technology. The brain section of this book will cover:


	Beyond algorithms: understanding how large language models actually work and why they’re revolutionary.

	The data challenge: making models work for you through techniques like Retrieval Augmented Generation (RAG) – bringing your organizational knowledge to AI.

	Infrastructure for intelligence: the technical requirements for building an AI nervous system that integrates with your existing tech stack.



Part Two: The gut – ethical intelligence

For a long time in neuroscience, we thought the brain controlled everything in our system. But we’ve learned that the gut also plays a big part in managing the nervous system – things like mood, temperature and sensory awareness. This relationship is known as the gut



	The human in the loop: determining when humans should be in, on or out of AI decision-making.

	Developing AI gut instinct: building ethical frameworks into your AI approach.

	The AI seatbelt problem: personal and organizational responsibility for AI safety, and practical safeguards.



Part Three: The hands and feet – practical applications




	The new work paradigm: what work looks like when the human becomes the orchestrator.

	Leading in the AI age: what it means to build teams, companies and organizations in a world of AI colleagues.

	Building your AI adoption roadmap: assessment frameworks, prioritization methodologies and change management approaches.



Leading AI – the task of the next decade




Key takeaways

	Fragmentation is giving way to orchestration – the ‘AI nervous system’ frames how to lead the shift.

	Full stack professionals will anchor the wider middle of organizations.

	FOJO is real, but preparation beats panic, and principles and practice reduce anxiety.

	Your job is to design how humans and AIs work together, not bolt tools onto old processes.



Questions for reflection

	1Where in your organization does orchestration already exist informally? How can you formalize it?

	2What fears about job change are most present on your team? How will you address them directly?

	3Which part of the nervous system should you build first – brain, gut or hands and feet? Why?

	4What would a ‘diamond-shaped’ team look like for you in a year?

	5What one decision this week could move you from FOMO or FOJO to forward motion?





	1One day the courts will get AI, but that’s for another time.

	2LinkedIn Economic Graph (2023) ‘The changing world of work: job titles and skills trends’. Available at: https://economicgraph.linkedin.com

	3McKinsey & Company (2024) ‘Generative AI and the future of work: job fragmentation and new roles’. www.mckinsey.com

	4www.mckinsey.com/uk/our-insights/the-mckinsey-uk-blog/ai-uneven-effects-on-uk-jobs-and-talent

	5www.library.hbs.edu/working-knowledge/when-ai-joins-the-team-better-ideas-surface

	6McLuhan, M. (1964) Understanding Media: The Extensions of Man. New York: McGraw-Hill.

	7https://en.wikipedia.org/wiki/Vibe_coding
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