VISUAL BRIEFING - FEBRUARY 2026

The Great Rewiring: A
Forensic Map of the C-Suite
in Decomposition

When intelligence saturates the enterprise, the executive architecture
designed for a pre-Al world becomes the primary constraint on value

creation.



The Executive Layer Is Decomposing

The C-suite — a stable set of functional leaders presiding over hierarchical domains — is undergoing the most rapid structural
transformation since the multidivisional form replaced the unitary firm. This is not a metaphor. It is measurable in turnover data,
role creation, layer compression, and decision-rights redistribution.
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CEO Departures CFO Appointments CEO Tenure Tech Preparedness
Record high in 2025 — 16% YoY Seven-year high, 10% above Down from 8.3 years in 2021 Lowest level ever recorded,
increase 2024 down from 57%

Sources: Russell Reynolds Global CEO Turnover Index 2025; Fortune, Feb 2026



The Al Paradox:
Everywhere, Yet Nowhere
Mature

80% of Fortune 500 companies now
deploy active Al agents. Yet only 1% [
believe they have reached Al _
maturity. And nearly 90% of firms —

report Al has had no measurable |

impact on employment or : *
productivity over the past three

years.

This is not evidence that Al doesn't
work. It is evidence that

organizational architecture is the

The C-suite — the

architecture itself — is the

constraint.

Sources: Microsoft, Feb 2026, McKinsey State of Organizations 2026; Fortune/CEQO Study, Feb
2026; KPMG/Fortune, Jan 2026




CHAPTER 2 - PRESSURE TESTS

The Klarna Deconstruction: Radical Automation
Under the Microscope

Klarna is the most aggressive real-world
test of Al-driven restructuring: 40%
workforce reduction, 95% of customer
service automated, a $45.6B valuation. On
the surface — proof of concept.

But Gartner's survey of 321 CX leaders
shows Klarna is an extreme outlier: 80%
maintained headcount. Only 2% of
companies made large reductions from Al,
and only 5% of Al pilots deliver positive
ROI.

(J The question is not whether the
Klarna model works for Klarna. It
is whether it is a leading
indicator — or a cautionary tale
that determines whether the C-
suite should be redesigned for

radical automation or human-AlI
collaboration.



CHAPTER 2 - PRESSURE TESTS

Middle Management Compression: The Hidden
Structural Fracture

The most measurable change is happening not at the top of the hierarchy but in the middle — and faster than organizations can
absorb.

10.9 > 121 41% of Firms
Span of control jumped Reduced management
1% in one year layers

37% Unsupported

Employees feeling abandoned after cuts

Sources: Gallup; Korn Ferry 2025; Lewis Silkin; BU Questrom




CHAPTER 2 - PRESSURE TESTS

The Role Mutation: From Functional Domains to
Intelligence Orchestration

The C-suite is not simply shrinking. It is mutating — creating roles that did not exist two years ago while redefining the ones that

remain.

Chief Al Officer (CAIO) CIO - Intelligence CTO - Platform Engineer

Nearly half of FTSE 100 companies now Orchestrator Now a coach, change manager, and

have one. Two archetypes: Builders No longer managing IT infrastructure — architect leading hybrid teams of Al agents
(innovation, speed) and Stewards now spearheading the agentic Al future and domain experts.

(zovernance, trust). and distributed decision rights.

"When everyone has access to the same Al models, organizational context becomes the differentiator." — Harvard Business
Review, Feb 2026




CHAPTER 2 - PRESSURE TESTS

Two Models in Tension

Radical Automation

The Klarna Model. 40% workforce cut. 93% CS automated. $45.6B
valuation. Dramatic short-term financial metrics — but only 20% of CX
leaders followed suit, and customer satisfaction is contested.

Distributed Intelligence

The Architectural Model. Redesign decision rights across the C-suite.
Embed governance early. Human-AlI ratios of 10:1. Organizations that
embed decision rights early move faster later.

The winning model is neither centralization (one Al czar) nor
decentralization (every function for itself) — it is distributed ownership with
architectural coherence. The CAIO only creates value when it accelerates
shared ownership, not when it becomes a convenient place to park Al
decisions.




CHAPTER 3 - THE WORKFORCE SIGNAL

The Perception Gap: C-Suite vs. Reality

The headline narratives about Al replacing workers obscure a more complex — and more consequential — reality about how the
enterprise workforce is being restructured from the bottom up.

® C-Suiteview @ Workforce Reality 76% of C-suite leaders believe Al saves 4+ hours/week. 40% of
o workers say it saves them nothing. This is not a measurement

DYICHE R overnance problem]

Meanwhile, 17% of companies now require managers to prove Al
" can't do a job before approving a hire. 38% of employers have

already reduced entry-level roles. The pipeline that produces
future executives is being narrowed at the entry point.

o
Al saves significant time Al will expand workforce Prefer Al over grad hire

Melric

Sources: Section Al/Programs.com; Microsoft; Hult/Programs.com; Goldman Sachs



© CODIFICATION

From Functional Hierarchy to Intelligence
Architecture

The C-suite is being decomposed by four simultaneous, compounding forces. The organization that emerges will not have a C-suite
in any recognizable sense. It will have an intelligence architecture — a system for distributing decision rights between human
executives and Al agents based on the nature of the decision, not the title of the decision-maker.
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[0 Touch Stone Law No. 20 — The Law of Structural Obsolescence: Any executive architecture that distributes authority
based on functional domain rather than decision velocity will be restructured by the market, by the board, or by the
technology itself. The C-suite is not a permanent structure. It is a hypothesis about how decisions should be made — and

hypotheses expire.



CLOSING PROVOCATION

The Closing Question

If the C-suite is a hypothesis about how decisions should be made, what evidence would convince your board that the hypothesis
has expired?

This Visual Briefing synthesizes 23 sources and 42 statistics. Key sources include Russell Reynolds Associates, McKinsey State of Organizations 2026, Gartner, Korn
Ferry, Harvard Business Review, Fortune, Microsoft, World Economic Forum, BU Questrom, and Freshminds. Full citations available upon request.



