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Abstract - This paper analyses the structural change of the corporation organization using five gradual
stages of automation and infrastructural evolution. The present wave of industrial revolutions
simultaneously crowds out not only the physical work, but also the cognitive work, coordination
mechanisms, and hierarchies themselves as opposed to the earlier revolutions that mostly automated
the former. The analysis follows this development of cloud computing which has broken down physical
infrastructure needs by dissolving physical labor needs with Al agents, physical labor needs with robotics,
management need with systems and finally, the world infrastructure allowing assembly-based company
operations, which do not have traditional employment structures. Using examples of recent cases such
as the billion-dollar valuation of the 13-employee Instagram and the new type of business based on Al-
agents, the work states that the employee-employer relationship is not just evolving but structurally
becoming obsolete. It has implications that go further than labor markets into the issue of resource
allocation, social structure, and value generation in the post-employment economies. This shift requires
the strategic repositioning of founders, workers and policymakers as firms move forward to creating
organizations and instead assemble infrastructure assemblages.
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1. INTRODUCTION

Imagine the following A founder sitting in a cafe in Bali on a laptop and running a company with an
annual revenue of 10 million dollars. No employees. No office. No organizational chart. The whole process
is operated by coordinated infrastructure, artificial intelligence agents to deal with customer support, and
automated solutions that deal with logistics and cloud platforms to deal with transactions. This same
amount of revenue would have demanded 50 employees, physical office space, server rooms, and
management hierarchy 30 years ago. The founder would have been spending maijority of his time
coordinating people but not configuring systems.

This isn't hypothetical. It is currently occurring in thousands of businesses without much noise. But the vast
maijority are preoccupied with the wrong question. They are too preoccupied with the question of which Al
tool to choose what software one should study, how to automate single processes. These are concerns at
the tool level. They fail to see the actual reorganization that occurs behind the scenes. It is not really about
tools that change anything. It's about infrastructure. What we are seeing is the erosion of employee-
company model that has characterized commercial activity in a century long history. It is not what is
known as job displacement. It is the irrelevance of employment as a principle of organization.

The whole world speaks about how Al takes away jobs. That is easy thinking since it fits into patterns
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known. Earlier automation cycles substituted the physical capacity of human beings with machines. We
understand that story. The workers in the factories were turned into machine operators. Typists were
converted into computer users. It was only the individual work that was altered.

The Rise of the Zero-Employee Company: The Five-Stage Automation Curve
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The Five-Stage Shift to Zero-Employee Companies: Automation is Changing the Organizational DNA, Not Just the Tools.
Fig -1: The Rise of the Zero-Employee Company

This time is different. The new wave does not simply take over the tasks. It substitutes the coordination
mechanisms that placed companies into existence in the first place. When robots do physical work, Al
agents do every piece of knowledge work, and everything is automated, what is the point of employees?
More essentially, how can we imagine a company without people. This paper outlines the five stages that
are delivering the notion of zero-employee companies to be not only possible but also inevitable. Physical
presence was substituted with cloud infrastructure. Knowledge workers are being replaced by Al agents
in real time. Manual labor will be substituted with physical Al and robotics. Management will be
substituted with systems. And last, the world will have a pure assembly based company, meaning
founders assemble and do not build.

Each stage builds up on the other stage. At every stage, a barrier of human labor that required human
concentration is removed. The combination of them is a full change in structure. It is important since we
are during it. Phase one is complete. Phase two is already underway. Phase three begins. This pattern
cannot be observed by most people as they are looking at separate technologies rather than
infrastructural change. They are discussing whether ChatGPT will be used to displace copywriters when
the actual issue is whether a company is going to have the need of an internal staff all. The implication
extends way beyond business strategy. They embrace some of the most fundamental questions to the
way society is structured, how individuals gain access to resources, how we allocate the surplus that will
be produced by these systems, and what gives meaning in the absence of work that has been
traditionally done.

This is not the issue of whether this transformation is going to happen. The trend is evident and gaining
momentum. The issue is in the place where we put ourselves. What is the new way founders are built in
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this new paradigm. What happens to workers in post-employment creation value. What does society do
when the social contract based on employment falls apart. What is that that comes next is not
speculation. It's pattern recognition. The mosaics have been laid down. The infrastructure is already in
construction progress. What we are talking of is the speed at which the assembly occurs, and who knows
soon enough to take advantage of it.

2. OBJECTIVES

This analysis aims to achieve three things. First, to chart the five-stage movement where automation and
infrastructure are systemically eliminating the traditional relationship between employees and
employers. It is through this mapping that one gets a perspective of not only individual technological
changes but the structural change that they all form.

Second, to explain the reasons why this transformation can be considered a fundamental shift but not an
incremental automation. The past industrial revolutions mechanized physical operations without making
much change to organizational structure. The latest wave automates both mental and manual work as
well as the coordination processes that were the reason behind the hierarchy in organizations in the first
place. This concurrent ness is the key to strategic positioning.

Third, to offer applicable models to founders, workers, and investors who will undergo this transition. Use
of theory bears little fruit. This work determines certain strategic repositioning needed by each
stakeholder group, including infrastructure-first company building up to the post-employment value
creating models.

These goals have a bigger role: they help the reader to look beyond the tool-level thinking to the patterns
of infrastructures reshaping commerce. Most of the discussion is about the possibility of Al replacing
certain forms of jobs. This does not go to the more fundamental question, When infrastructure substitutes
the necessity of human concentrated effort, what happens to the company form itself.

3. UNDERSTANDING THE PATTERN

3.1 Why Companies Needed Employees in the First Place

To know the direction, we are heading we must find out where we have been. The businesses were not
established because somebody believed that the hierarchical structure was good in nature. They are the
solutions to definite coordination issues that people could not resolve individually. Through the physical
capital which required hundreds of thousands or millions of dollars, in 1950 you had to manufacture as
zero output, widgets. Machinery, factories, raw materials. No one could afford this. Capital was
monopolized, immobile and costly. You required investors and that would require you to have a corporate
structure. You had to hire workers since you had to have numerous hands to run all that machinery.

Capital concentration was not all. There was limited knowledge that was difficult to transfer. If you knew
how to weld, you had that in your hands and eyes and had grown up years. You couldn't easily share it.
Firms came up as repositories of knowledge. Months or years of training were put in the apprentice by the
experienced welder. The information that the company had been capturing and storing was specialized
knowledge that could not be easily duplicated by individuals. The third obstacle was the coordination
itself. Complex operations involved human judgment to handle them. There was a need to prioritize the
orders and manage delays by the suppliers, manage what to do in the event of a machine failure. All
these decisions were not automated, and each case was unique and needed contextual appreciation.
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You require managers to coordinate the workers, senior managers to coordinate the managers, and
executives to coordinate the entire system.

Visit a manufacturing enterprise of the 1950s and you would realize that there are humans everywhere
since they are working on all three issues at the same time. Employees offer physical work which
machines cannot perform now. Knowledge possessed by engineers and professional craftsmen is not
easily codifiable. All these moving parts have an interdependency that is coordinated by managers.
Scarcity resources were coordination through companies. There was a shortage of capital, knowledge,
and coordination capacity. These few resources were effectively focused on the corporate structure.

3.2 Then things started changing Slowly at first, then accelerating

Internet minimizes the costs of coordination. You could now communicate instantly with suppliers,
customers and partners in any part of the globe. Previously, the need to have physical meetings or phone
tagging was eliminated as information became accessible at the touch of a button. Costs of transaction
were reduced. The advantage of coordination of the fact everybody was under one building was
diminished.

The Evolution of Companies: From Coordinating Human Scarcity to Al-Driven Structures
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Fig -2: The Evolution of Companies

The knowledge barriers were lowered by open source. Specialist knowledge was no longer an arcane held
in the heads of individuals or the company strong rooms. | want to learn Python. There are thousands of
free tutorials. | must learn complicated engineering. Online, academic papers and technical
documentation are freely available. The lack of knowledge reduced exponentially. Capital requirements
were dissolved through cloud computing. In 1990 to start a company, it would be necessary to invest
heavily in servers, networking equipment, office space, and physical infrastructure. In 2010, it took a laptop
and a credit card to start the same company on cloud services. Capital became mobile between
concentrated and indivisible to accessible and variable cost.

The traditional corporate structure was being eroded with each shift, on a different basis. However, none
of them is the single catalyst that brought about the change that we have today. The internet did not cost
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fewer coordinating people but did not remove the necessity of people to perform the actual work. The
open source helped to make knowledge more available but did not get rid of the necessity of skilled
practitioners. Cloud increased access to capital but did not remove the role of human factor in decision
making and performing. The only thing different this time is that Al, robotics, and infrastructure are jointly
assaulting all the three barriers. Al agents do not simply increase the availability of knowledge. They learn
and put the knowledge into practice. They do not simply make coordination less expensive. They organize
themselves independently. They do not simply increase the availability of capital. They substitute human
capital in most areas completely.

The past automation waves replaced physical capacity of man. The human muscle was substituted by
machines. The machines, however, required human operators to make decisions, operate the machines,
deal with exceptions, and coordinate the whole system. The company hierarchy did not change
significantly. The present wave replaces the human cognitive capacity and coordination capacity
simultaneously. Al agents write programs, create products, interact with clients, and streamline
promotional efforts. And they are not devices that can enhance human capacity. They are independent
operators of entire processes. And unlike employees of humans, they distribute learning through all
instances at once, get better over time, and grow exponentially.

That is why the statement that Al is simply a tool lacks the point. Tools require operators. What we are
creating are not tools but substitutes of the whole human-coordination mechanism that explained the
structure of the employee-company. This is essentially different because of the compounding effect on
all the three barriers. It is not a question of people losing their jobs. It is of the structural need of
concentrated human work dissolving completely.

4. PHASE 1: CLOUD INFRASTRUCTURE REPLACED PHYSICAL PRESENCE

Online bookstore, here was what you required in 1998, physical servers, thousands of dollars of equipment,
an IT department to take care of all this, office space to store all this, back-up system, network
infrastructure, security system, and huge start-up capital before you could sell a single book. This
infrastructure took years and hundreds of millions of dollars to develop by Amazon. As of 2018, you
required a laptop and an AWS account. You would be able to spin up servers on demand and only pay
what you used. No upfront capital. No IT staff. No physical infrastructure. It might take months of
preparation to make a team of engineers launch something that one individual could launch in the
afternoon.

This change appears to be a given, and its structural consequences remain underestimated. Cloud did
not only make it cheaper. It changed the rich and poor of the economics of company creation by turning
the fixed costs into the variable costs and computing power could be immediately accessible to anyone
with credit card. Infrastructure in the past was very massive and created barriers to entry. To begin a
technology firm, one needed either a large venture capital or sluggish bootstrapping over years as one
built the physical infrastructure required to function. This of course gave an advantage to bigger
established companies with capital. It is the one that stuck the employee model in place since you had to
have a team to construct the infrastructure yourself before you could begin to construct your product.

AWS launched in 2006. In half a decade, things had changed entirely in the startup world. Small groups
and individuals could now use the computing system that had been used by the fortune 500 firms. The
infrastructure barrier broke down. The initial indications were manifested in good time but were brushed
off as anomalies. In 2012, Instagram was sold off to Facebook at the price of 1 billion with only 13
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employees. Observers in the industry referred to it as an outlier, a special case that Facebook had made
possible by its existing infrastructure. They missed the pattern.

Phase 1: Cloud Infrastructure Replaced Physical Presence
Traditional Physical Infrastructure (Circa 1998) Cloud-Based Startup (Circa 2018)
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Fig -3: Cloud Infrastructure Replace Physical Presence

At the time of acquisition by Facebook in 2014, WhatsApp was serving 900 million users with 55
employees. Once again, rejected as a genius. But these weren't exceptions. They were previews of that
which infrastructure leverage facilitates. Consider this in relation to similar companies of the past. In 1950,
General Electric had more than 200,000 workers to make approximately the same income by inflation-
adjusted revenue what WhatsApp made with 55. The distinction was not that WhatsApp was more hard
or intelligent. The distinction was infrastructure. They were constructed on cloud platforms, mobile
operating systems infrastructure, and internet connectivity that featured 99 percent of what used to
demand the employees.

The initial total stage of transition was cloud. The physical company was transformed into a digital
company. The office became optional. Servers became services. IT departments had turned into API calls.
Capital requirements were reduced to millions of thousands. But this stage was needed yet not enough.
The infrastructure problem was solved by cloud. It did not resolve the human coordination issue. People
were still required by the companies to write the code, design its products, serve customers, resolve
exceptions, and make strategic decisions. Cloud enabled small teams to operate in areas where huge
teams are needed. It had not yet enabled people to accomplish what teams were needed to achieve.

5. PHASE 2: Al AGENTS ARE REPLACING KNOWLEDGE WORK

Enter most tech firms these days and you are in a weird kind of hybrid situation. Al agents do half the
customer service tickets, half humans do. Artificial intelligence coding assistants are code generators
that help developers to produce 30-40 percent of code. The applications of Al consist of optimizing ads
and creating content, but the human marketers manage it all. Finance departments automate
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bookkeeping but retain accountants to check and make complicated decisions.

Phase 2: Al Agents Replacing Knowledge Work—Hybrid to Autonomous Transition in Tech Firms
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Fig -4: Al Agents Replacing Knowledge Work

This intermediate stage is short lived. We are witnessing a paradigm change between Al-as-tool and Al-
as-agent, and most people have not understood what it entails on the structural level. Old software was
brittle and rule based. You wrote a certain logic: in case of a request by a customer regarding a price,
display a pricing page. When query is not in known patterns, pass to human. All edge cases were to be
coded. This is the reason why repetitive tasks could be automated with the use of software but not
human judgment.

Artificial intelligence agents are quite different. They are context sensitive, dynamic and do not require
explicit programming to deal with new situations. They do not simply follow set rules. They know purpose
and use some form of reasoning and are always getting better because of practice. It is the transition of
the tools that help the autonomous agents that perform entire workflows. Consider customer support. The
conventional chatbots could process perhaps 20% of the queries matching keywords to predetermined
responses. The current Al agents can solve 70-80% of the tickets in end-to-end, even in troubleshooting,
managing the accounts, and even the most subtle emotional labor, such as sympathizing with angry
customers. They do not simply respond to questions. They solve problems.

One of the SaaS companies that | know of has swapped their full support staff of eight people with Al
agent infrastructure in the early part of 2025. There were better customer satisfaction scores. The time of
response was reduced to seconds. The company can transact 10 times the number of tickets that it
bought before at no extra cost. The founder is not rejoicing over lower number of headcount. He
understands that he would not hire the support team in the first place in case he began today. There are
seven knowledge areas that are actively automating at present. On-site customer support via solutions
such as Zendesk and Intercom currently provide Al agents to support L1 and L2 customer support without
human intervention. Sales agents qualify leads, arrange meetings, have initial conversations and simply
forward human closers to the final negotiation. Marketing agents develop campaigns, spend money on
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ads in the most efficient way, create content, and segment audiences independently.

Fastest has been changed through coding. Programmers working with Al assistants claim that now they
write 50-70% of the code with the help of Al. They create specifications, the Al creates implementation,
they scrutinize and refine. One of the development shops that | have become familiar with has three
senior engineers working on the workload that would have needed 12 full-time developers. Human beings
are interested in architecture and complicated edge cases. The Al is used to perform routine
implementation. The finance agents automate bookkeeping, invoice processing, and financial reporting.
Agents in the research will carry out market analysis, competitive intelligence, and trend identification.
The operations agents streamline operations, handle vendor relations, and logistics.

The economics is unbelievable. The employee has 80k salary, 20k benefits, has to be housed in an office,
has management overhead, needs a period of training, and can work 40 hours per week only. Total
annual cost: $120k minimum. An Al agent will run on API fees and compute of $500-5000/month, 24/7,
does not require training, and is infinitely scalable. Annual expense: $6,000-60,000 and would be perfectly
scaled. Agents are 60-70 percent of human capability, at which point the economic case becomes
overwhelming. You are paying 5-20x more slightly higher performance. And the difference is shrinking
each month.

That is why the acceleration curve is extremely steep. The Al agents improve measurably every month.
Humans don't. The agents exchange their learning in all the instances immediately. Human beings need
personal training. There is no friction in hiring agents. Humans need to be recruited, interviewed,
onboarded, and ramped. Network effects make agents better as they are used. The more useful the
agents are, the more they are used, and the more they are used, the better the training data will be, and
the better the training data will enhance the agents. Most of the companies are currently in hybrid mode.
The trend is not new, the agent should be hired in the first place, human only when an agent fails to cope
with it. This contrasts with the classical approach where human beings were default and automation was
an exception. Automation is the new standard. Man is turning out to be the exception. This is important
since Phase Two is not speculative. It's actively happening. It is not whether the Al agents will eliminate
knowledge workers. They already are. The question is at what rate and to what extent.

6. PHASE 3: PHYSICAL Al AND ROBOTICS REPLACE MANUAL LABOR

Phase Two happens on screens. Phase Three occurs in warehouses, factories and streets. It is the Phase
Two that is being slowed down by about five years due to the hardness of atoms as compared to bits, but
the line is the same. Today, Amazon has more than 750,000 robots that work at their fulfillment centers.
These are not just any conveyor systems. They are self-directed mobile robots that are used to move
around warehouses, locate objects, select orders, and communicate with each other to coordinate
activities to maximize throughput. The proportions have changed as human workers still do some tasks
although the ratio has changed. Ten years ago, one robot was serving five human beings. In the current
situation, twenty robots are managed by one human being. Tesla factories are progressing in the
proportion of automation per quarter. Not because they are anti-worker but because robots have
become economical in more work. Robots will not call when they feel unwell, they will not require benefits,
they will work 24/7, and their prices will drop every year as human labor will be rising or not, same.

Self-checkout systems had a temperate growth in retail not necessarily with the intention of enhancing
customer experience but rather lowering labor expenses. Each self-checkout station removes between
two and three cashier jobs. Retail chains are strategically downsizing the number of people by
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automation, which is already cost-effective. The technology stack which allows physical automation is
going online in four areas at the same time. Computer vision also enables machines to perceive and
analyze physical surroundings with confidence. Making things, learning spatial relations, defect detection
and maneuvering in complex environments are all tasks nowadays that can be performed by a robot as
well as humans who are in tight spaces.

“PHASE 3: PHYSICAL Al AND ROBOTICS REPLACE MANUAL LABOR”
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There is a huge improvement in the technology of manipulation. Specific tasks now have human-like
level of dexterity using robot hands and arms. They are not as general as they should be, but they do not
have to be. They simply must deal with the movements needed to be made in welding, assembly, picking,
packing, or preparing food. It is enough to substitute most of the manpower. Self-driving cars have their
navigation technology being transferred to warehouses, delivery robots, and service robots. Autonomous
vehicles have the same sensor fusion, path planning and obstacle avoidance that make cars
autonomous, also make everything else autonomous. Already, delivery robots work on sidewalks in
several cities. The robots of warehouses are autonomous and move in complicated conditions.

Machine learning enables robots to train in the process of simulating and by exposure. They do not need
to be explicitly programmed on each movement. They are taught how to do things by practicing and
receiving feedback like human beings. This drastically increases the scope of activities of robots at a low
cost. The economic breaking point does not occur simultaneously. In 2015, Welding robots were cost-
equal to human welders. They are now in control of welding manufacturing. It was soon followed by the
painting of robots. Many products are going across the threshold now by assembly robots. Robots in food
preparation are developing but fast. Status quo Robots are still too costly to perform most tasks and it is
cheaper to employ human beings in most settings. But direction is more important than condition. The
prices of robots declined exponentially based on altered experiments of Moore Law. Costs of human labor
remain unchanged or rise because of inflation and pressures of living wage. Any job that does not
mandate general intelligence or fine motor skills in unstructured situations is bound to experience the
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crossover. What this implies in structure Factories are 24/7, no shifts, no breaks, no turnover. Logistics
networks are self-organizing systems that are not made up of human drivers. Stores are automated
warehouses with little human resource. The company is no longer a hiring agent of the physical labor
force but a planner of physical infrastructure. The remaining aspect of human element involves
maintenance, except for handling, design and oversight. The ratio, however, is very different. It has one
technician who manages 50 robots rather than 10 employees. Jobs are not eliminated totally. They
become infrastructure management functions. But 10 jobs are made one and that one needs different
skills.

The social impact of this phase will be the most extensive since it influences the greatest categories of
employment. Manufacturing, retail, logistics, food service, and construction alone are used by hundreds
of millions of people worldwide. By the time physical Al is deployed comprehensively, the consequences
of automation in the labor market will be enormous compared to those of the automation of knowledge
work. But the timeline is clear. Phase Three is underway and will increase in the coming 5-10 years as the
technology stack has matured and the economics becomes overwhelming in more work.

7. PHASE 4: SYSTEMS REPLACE MANAGEMENT

This is the thing most people fail to understand about management, it is there to organize humans. You
take out the human factor in the equation, and you do not need the management anymore. You require
orchestration systems. Consider the real activities of managers. They collect information of various
sources in making decisions. They also spend resources in a prioritized manner. They are solutions to
conflicting needs. They inspire and pick teams in the same direction. They deal with anomalies that are
not associated with normal practice. They offer control measures about quality and uniformity.

Transformation of Business Structure: From Human Management to Systems Orchestration (Phase 4)
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As automation matures (Phase 4), human management of people gives way to orchestration of systems—founders shift focus from supervision and coordination to system integration,
exception handling, and strategic decision-making.

Fig -6: Transformation of Business Structure

All these functions are present in an employee-based company since human beings need coordination.
Man requires contextualized and simplified information. There are conflicts that humans go through
which need the help of a mediator. Motivation and culture are what humans must have to perform.
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Human beings deal with work of fluctuating quality, and this needs supervision. Software does not require
all this. There is no conflict between Al agents. Robots don't need motivation. Computerized systems offer
flawless uniformity. The data is transferred via APIs in real-time and it is not subject to human
interpretation. The allocation of resources is done via algorithms that optimize in real-time in accordance
with the prevailing conditions.

New management level is entirely different. Meetings are eliminated by dashboards. Founders look at
real-time metrics of what is happening in all systems, as opposed to weekly reporting on their status. APIs
replace email chains. Systems exchange information directly with one another by means of structured
data exchanges in place of human coordinators relaying information between departments. Task
delegation is substituted by triggers and workflows. Systems do not require employees to be assigned
any work by managers, but when conditions are satisfied, they automatically execute a predefined
workflow. Weekly reports are substituted with real-time data. Rather than human beings assembling data
to be reviewed, dashboards show the existing position in real-time. Routine decisions are subject to
automated decision trees instead of being made by managers.

Imagine an e-commerce firm of 2024 compared to 2034. The 2024 version has a founder, an operations
manager, three customer service reps, two marketing specialists, one developer, and one individual
doing finance. It has a total of 9 people who serve 10,000 customers every month and has a revenue of 2
million dollars every year. The 2034 model has an orchestration dashboard and a founder. Customer
service, marketing, sales and operations are done by twelve Al agents. The APl integrations have links with
cloud infrastructure to provide hosting services, payment processors to facilitate transactions, fulfillment
networks to provide logistics services, and accounting systems to provide financial services. Independent
employee with 10,000 customers monthly with a revenue of 2 million a year.

Same customers. Same revenue. Radically different structure. The 2024 version will be $900k of annual
labor. The infrastructure costs of 2034 are 100k. The 2024 model needs management supervision at all
time to ensure that people are on track. The 2034 version needs an architectural choice and exception
handling. The question of span of control becomes insignificant. According to traditional management
wisdom, a single manager can successfully supervise seven or ten direct reports. More than that, there is
too much coordination overhead. Infrastructure management has different scales. There is no emotional
labor, contextual communication, and conflict resolution needed in systems, which means one founder
can manage dozens of integrated systems.

The bottleneck is changed to strategic vision. When it is automated in execution, the limited resource is
knowing what to execute. Founders do not need to spend much time on how work occurs since they can
make decisions on the work to be done. Strategy is then the added value. What the founders literally do in
this model: System architecture, the design of the connection and interaction of various pieces of
infrastructure. Exception management, handling of edge cases that cannot be solved by automated
systems. Strategic direction, what products to create, what markets to penetrate, what problems to fix.
Infrastructure choice, decisions on what platforms and services to include are based on capabilities and
economics. Observation and control, looking at dashboards and adjusting the parameters to enhance
performance.

The skills needed in these activities are not the same as conventional management. Weak people, strong
systems thinking. Not so much emotion, more architecture. Not so much about inspiration and culture,
but integration and coordination. Phase Four is the one that is still in the process of appearing but will be
gaining speed as Phase Two and Three will have a full-fledged maturity. With Al agents and robots as
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workforce, the management as we know it is not there anymore. You're not managing people. You are
dealing with infrastructure.

8. PHASE 5: GLOBAL INFRASTRUCTURE CREATES ASSEMBLY-BASED COMPANIES

This last stage is the entire changeover. Companies do not build up but begin to compile out of the global
infrastructure. The historical analogy is educative Once the electrical grids were covered on a universal
radius, factories ceased to produce their own electricity. They plugged into the grid. That change was the
radical transformation of the way a factory worked. We are soon to come to a similar point with whole
companies. The infrastructure elements are also becoming mature. AWS, GCP and Azure provide
unlimited on-demand computing on their compute infrastructure. The OpenAl, Anthropic, and open
model Al infrastructure are cognitive capacity services. Financial rails for payment infrastructure via
Stripe, PayPal, and crypto networks are a pluggable infrastructure that anyone can connect to.

PHASE 5: Assembly-Based Companies Compiled from Global Infrastructure
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Fig -7: Assembly-Based Companies Compiled from Global Infrastructure

The infrastructure of logistics is becoming pluggable networks. End-to-end delivery is provided as an API
call by Amazon, Fedkx, and dedicated fulfilment services. Creating infrastructure by using contract
manufacturers, 3D printing networks and on-demand production allows you to create products without
having factories. As subscriptions, data infrastructure offers market intelligence, real-time information
feeds, and shared datasets. Robotics platforms are coming up which provide leased robot fleets and
automation- as a service.

The way assembly-based companies work is as follows: Take a business model and target market. Link to
compute infrastructure in the form of hosting and processing. Insert Al agents in operations, customer
service, marketing and sales. Add payment rails to transactions. Connect to physical fulfilment networks
in case required. Use production infrastructure to make products. Attach branding, unique value
proposition and custom logic. It is not a start-up company you are putting together. You are putting
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together one made of standardized parts.

Such a model is in existence in its initial form. Shopify stores are e-commerce firms which are an
assembly-based one. The founders select a theme, add payment processing, inventory management,
fulfillment networks, and add their products. They are not constructing e-commerce infrastructures.
They're configuring it. No-code platforms enable non-technical founders to build complex applications by
bonding pre-heated components. The creator economy demonstrates the actions of an individual
creator as a one-person media company distributing through YouTube, monetizing through Substack,
and coordinating community through Patreon. They are not creating platforms. They are capitalizing on
existing infrastructures.

These are crude forms of the entire assembly model. The second evolution is further integration of all
business functions at the same time. Suppose that in 2030 there is a hypothetical online education
company. Revenue: 500,000 students that generated annual revenue of $100 million. Infrastructure
expenses: 15 million USD that encompasses cloud hosting, Al agent APIs, and payment processing, as well
as content delivery. Foundation: $5 million. Profit: $80 million. Employees: Zero.

This isn't fantasy. All the elements are present nowadays. The founder develops course material and
strategy. Al agents deal with student support, grading, personalization, and marketing. Hosting and
delivery is dealt with on cloud platforms. Subscriptions and billing are done by payment processors. All
the other processes are self-driven. Making the billion-dollar solo founder work out is due to zero fixed
costs and perfectly scaled variable costs. Growth in infrastructure occurs automatically as there is no
need to recruit when you grow. The relationship is variable cost, but there is more payment as more is
used. It does not have any overhead within the organization as there is no organization in its real sense.

This model is stronger with time due to the network effects. Shared infrastructure gets better with
aggregate use. The training data by all users of a single underlying model is beneficial to your Al agents.
Logistics networks are streamlined on a global scale rather than on a company-by-company basis. The
cost of payment infrastructure is reduced by scale. Efficiency in manufacturing is improved with collective
demand. In this model, what you really possess takes interest. Infrastructure is not owned, it is rented. You
do not have employees, you do not own them. They still have: Your brand, customer relationships, unique
structure of infrastructure elements, strategic information on your market, and your own data.

Businesses transform into intellectual property and assembling directives. It is in the knowledge of which
pieces to put together and how to arrange them to suit certain markets. This implementation occurs in
the form of infrastructure. This is the ultimate disintegration of the traditional company form. Physically,
there is no physical presence, no workers, no structure of management, no in-house business. Just
strategic arrangement on global infrastructure.

9. CURRENT TRENDS
The five stages do not represent a progression of events that will happen. They are overlapping waves of
various degrees of maturity, and they are gaining momentum at the same time.

Cloud infrastructure (Phase One) attained almost universal adoption. Gartner predicted that by 2024 the
global end-user spending on public cloud services was going to be over 600 billion, compared to virtually
none in 2005. This phase is complete. All new companies are constructed on cloud default.

The use of Al agents (Phase Two) is blowing up. The GPT-4 API of OpenAl grew the yearly adoption by
developers 300 per cent. Firms such as Sierra established by the Salesforce co-CEO Bret Taylor raised $110
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million with a clear purpose of developing Al agents that can substitute customer service departments.
This is no longer experimental. It is its mainstream business policy. According to a study by McKinsey,
generative Al has the potential to automate 60-70 percent of existing workflows, and knowledge work will
be affected the most in the nearest future.

FIVE OVERLAPPING PHASES OF TECHNOLOGY-ENABLED BUSINESS INFRASTRUCTURE (2024 TRENDS)
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Fig -8: Five Overlapping Phases of Technology-Enabled Business Infrastructure (2024 Trends)

The early deployment phase was reached with physical Al and robotics (Phase Three). According to the
International Federation of Robotics, world industrial robot installations are at record levels in 2023, and
especially in the areas of logistics, food production, and Manufacturing. Boston Dynamics and the likes
shifted toward commercial applications of research demonstrations. Self-driving technology is still
unrefined but commercially applied in restricted situations through businesses such as Waymo and
Cruise.

Automated management (Phase four) is developing on the platform of integrated workflow. There were
companies such as Zapier that links various software applications together via automated processes
that were reported to process billions of automated operations every month. The shift towards no-code
operations and built-in dashboards is the initial stage of Phase Four development. The orchestration
platforms allow founders to control whole business functions instead of people.

Phase Five, infrastructure based on assembly, is fragmented. Shopify made e-commerce assembly
based. Stripe allowed payments to be assembled. AWS made computing based on assembly. However,
complete integration of all business functions is not there. The compositions are there; the smooth
system of assembly is yet to develop. The chronology narrows down and down. Phase One was during
which it took about 15 years after the launch of AWS to universal adoption. Phase Two is accelerating
much quicker as Al agent deployment will have critical mass in 3-4 years. Phase Three should move
faster as the cost will decrease and the capabilities will be enhanced. Phase Four and Five will build upon
what the previous phases have done, and they may grow to maturity within the next 5-10 years.

This trend is confirmed by revenue-per-employee measure. Conventionally, firms have revenues of
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200,000-300,000 per employee on average. Technology firms go even greater, at a range of $500,000-
1,000,000. However, the companies that leverage infrastructures are shattering such standards. A
business that has two founders and zero employees with the production of $10 million demonstrates the
figure of five million dollars per capita. When the denominator tends towards the value of zero, the metric
becomes meaningless. The capital flowing through the investment sector is more and more
concentrated in infrastructure-enabling firms as opposed to labour intensive models. Venture capitalists
are categorical to support those companies having low staff counts to their revenue potential. The unit
economics of the leverage of infrastructure generate better returns than the human dependent models.
There is a long way behind in terms of regulatory environments. Traditional employment relationships are
assumed in labor law, employment regulation, tax policy, and social safety nets. These systems were not
made to accommodate infrastructure based companies with and without employees. The mismatch
poses certain opportunities and risks, which are not subject to much policy intervention.

10. IMPLICATIONS AND CHALLENGES
The change generates three types of deep-rooted problems, namely economic, social, and structural.
They all need essentially different thought than incremental automation developed.

Economic, Social, and Structural Implications of Infrastructure-Driven Automation

\ Economic challenges \ [ Social Challenges } [ Structural Challenges ]
/J  Annotation: Wealth inequality & £ @\ « Annotation: Job displacement & f 2 « Annotation: Outdated policy &
J]ﬂ.[].l resource concentration. @ ; @ community disruption. E[E“ Q institutional inertia.
Dynamics for Founders and Entrepreneurs Employees & Work Structure Shift Societal Effects & Safety Nets
" LowerBarriersto Entry | Job Evolution Timeline > @) How to Distribute
J = = [__?}ﬂ % Resources?
9 Egiad ®
4 A | ooo By ] Healthcare Renrement ' _» (How to Find Meaning
& oog i % 777 \_&Social Cohesion?

Execution = Table Stakes oog (A) Infrastructure (B) One-person

L] Operator
P Beyond

@ 'DifﬁcultySustainingMoals’ = &Q &g} X ‘ ‘ Employment?

Employee =

D) Owner of = ( &
(C) Consultant Aulo(m)ated Company Unemployment % &
- Benefits 1 upl Stakeholder New
Unique Knowledge & Skills: Shift from Domain — i i ips, Strategy . Capitalism Ownership,
Relationships = Key Moats <

=0 .

Solo

E i .
nieprenews Concentration Risk & Regulation

J/5EN @ V7 Any
-®- \ ( Compute \ L Al =) «‘ Srius)
A reaepd ®®® : - Umty( Value
®®® Inhaslructure Aol | Payments \ g R egﬂllla‘l): .
Focus on Niche & centml Y ‘ ‘ Visualize Need for New Systems

Human Connection )
— Market Legend
Execution = Table S\akes Loglstu:s Data ‘ = Competitifx L ---» Dotted Arrow = Flow / Transition / Connection
Unique Knowledge & Relallonshlps Key Moats

5 Broken Net = Disruption of Existing Systems

g S . Phase 5: Full Realization & Gear = Technology / Automation Element
Phase 1: Complete Phase 2: InProgress >  Phase 3:Beginning >  Phase 4: Emerging (5-10 years) &, Human Figure = Individual / Worker / Entrepreneur

Q Lightbulb = Idea / Knowledge / Strategy

Advantages: Strategic |
Knowledge/Customer Ties

Rapid acceleration; Strategic Positioning Window Closing

Fig -9: Economic, Social and Structural Implications of Infrastructure-Driven Automation

It is an opportunity of a lifetime for the founders and entrepreneurs. Easy access barriers have never been
low. The infrastructure literacy of a solo founder provides them with the ability to start businesses that
would have been previously, only possible with venture capital and large teams. However, competitive
moats are more difficult to sustain. The execution advantage is reduced when all people can utilize the
same infrastructure. What brings about sustainable differentiation in the case of commoditized
infrastructure. The solution seems to be special knowledge and customer relations. Primary moats are
strategic knowledge of underserved markets, proprietary data to enhance your infrastructure set-up, and
strong customer relationships that generate switching costs. Execution capacity was formerly a
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significant strength, now a table stake.

Practical consequences to founders Bias towards thinking infrastructure-first. Prior to the hiring of your
first worker, make inquiries about whether an Al agent can manage the role. Establish design companies
that work independently. Become familiar with the infrastructure environment, what each platform can or
cannot do. Establish communal links with infrastructure providers quickly. Integration and orchestration
must be part of the core competencies, and not the technical details that are outsourced. In the case of
existing employees, the structural change is unpleasant. The diminishing of employee-employer
relationship implies that the traditional job security is being diminished. Nevertheless, this does not
always imply poverty or unemployment. It implies alternative work structures as well as alternative value
capture systems.

The change seems to be that of employee to some alternative models. Infrastructure experts that
operate automated systems instead of doing them. One-person infrastructure-based businesses that
are in competition with the traditional ones. Project consultants that offer expertise in a specific area on
demand. Automated companies that have their owners enjoy returns without them having to work. The
marketable skills change altogether. Management and coordination of infrastructure become more
precious than domain knowledge. Mental ability to think and be creative with strategies is more
important than the ability to execute. Network effects and relationship building are particularly important
in a scenario where work is also automated. Then the challenge comes to create value that is not easily
commodifiable or automatable.

Practical implications for the employees: Accelerate the rapidity of developing financial autonomy since
the transition phases are unsteady. Building infrastructure literacy, which is the ability to use platforms
but not to rival them. Infrastructure leverage. Consider initiating side projects. Change attitude of job
security into value creation where traditional jobs might not be very stable in the long run. To society, the
issues are not restricted to personal adjustment to the transformation of the system. The conventional
social safety nets are employment-based. Healthcare is tied to jobs. Employer based retirement savings.
Unemployment insurance does not presuppose any structural employment obsolescence, but temporary
unemployment. In absence of employees, what is the way of people accessing such resources?

The questions are political and philosophical and not economic in nature. What does society do with
resources in a society where employment ceases to be the major mechanism of distributing resources?
What brings meaning, form, and sociality to the environment where traditional work is lost. What does it
mean to make people valuable by having their labor to communities to which it is optional. These cannot
be answered by market mechanisms only. They need to make decisions together regarding resource
distribution, social organization, and value other than economic productivity. Numerous ideas are
available, ranging between universal basic income, stakeholder capitalism, and radically different
ownership models. None of them have come to an agreement, and the transformation is happening at a
faster pace compared to policy development.

Specific attention should be paid to the concentration risk. Infrastructure is very costly to construct but
inexpensive to utilize. It brings out tendencies of natural monopoly. It is possible that in 80 percent of
global business infrastructure, 5 companies will own commodities of computing, Al, payment, logistics,
and data. The relationship between companies and employees as sources of power is changed with the
sources of power being the infrastructure and providers. When a founder is going to build an assembly-
based company, he or she will become reliant on infrastructure providers in similar ways to how
employees become reliant on employers. If AWS opts to increase prices by 40 percent, there is not much
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you can do. Should OpenAl become restrictive on the API it closes your business. The centralization of
infrastructure control establishes new patterns of vulnerability.

Regulatory questions gain criticality. Are the infrastructure providers to be utility-like. Are antitrust
regulatory systems that were developed to deal with industrial-era monopolies pertinent to infrastructure
platforms. What do we do to make sure we have competitive infrastructure markets. Network effects tend
to concentrate power, how do we secure this? These are the questions that are not answered much. The
timeline is important since it will show the available time to carry out the preparation. Phase One is
complete. Phase Two is currently in progress. Phase Three begins. Phase Four is emerging. Phase five can
be seen 5-10 years earlier in full realization. Nevertheless, the trend is obvious and is gaining speed. The
strategic positioning window is open, but it is fast closing down.

11. HOW TO POSITION YOURSELF
The various stakeholders should be approached differently where strategic positioning is concerned but
one thing cuts across the board Infrastructure literacy becomes the core competency.
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Fig -10: Position Yourself for the Infrastructure Age

Assuming that you are creating a company, infrastructure-first thinking should be the default mode of
thinking. Inquire specifically before any hiring decision is made as to whether an Al agent, an automated
system or external platform can perform the function. The infrastructure must be the default, and the
employees must have made an exception under certain justification. Make business designable in your
absence. This is what seems contradictory, yet it is necessary. When your business can't operate without
your fulltime attention, then you have created a job, but not a business. The businesses that take
advantage of infrastructures are independent of management, with the founders focusing on strategy
and exceptions and not operations.

Get to know the infrastructure environment. What capabilities are available on which cloud platforms?
What can present Al agents depend on? What are the best payment processors to combine with what
platforms? Which markets are covered by what logistics networks? The knowledge is made as innate as
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knowing your customer or market. Establish communal links with infrastructure providers quickly. With
these platforms becoming important to the operation of business, the direct relationship with teams
gives advantages. First movers tend to have superior support, shape the product, and have access to
new capabilities prior to being made publicly available.

Make integration and orchestration key competencies. The possibility to integrate the various elements of
infrastructure in a smooth manner and make them work to your best advantage according to your
application needs, emerges as a core competitive edge. This demands technical knowledge and
strategic outlook of how the pieces fall in place. In the case of being an employee now, transition requires
active re-positioning. Being reactive means waiting until disruption comes. Strategic positioning implies
that we need to acquire skills that are infrastructure-relevant today when traditional employment
remains stable.

Change job security to value creation. The concept of job security is structurally losing its meaning.
However, the skill to generate value continues. The question arises What value can you generate that you
will not compete with but utilize infrastructure. Gain competencies of four types. Infrastructure
management and orchestration: The process of learning how to set up and optimize automated systems.
Making strategic decisions and identifying patterns and opportunities unnoticed by algorithms:
Identifying trends and possibilities. Relations building and network effects: Building value in networks and
communities. Producing output that is not readily automatable This work involves real creativity and
emotional intelligence or original problem solving.

You should also consider doing side projects using infrastructure leverage when you are still working.
These dynamics can only be well explained in direct experience. Create a small structure with no
employment, only infrastructure. This gives real insight into opportunities as well as constraints. Achieve
financial freedom sooner. This is an unstable period of transition. A living expense of 12-24 months will
leave it to experiment, learn, and reposition without desperation to make decisions.

The trends have definite strategic directions if you are an investor. Search companies have extreme
revenue per employee ratios. Conventional measures disintegrate, whereas revenue efficiency signifies
leverage in infrastructure. Infrastructure becomes very useful. The companies facilitating the assembly
model assume value, everybody building on their sites. The picks and shovels of the infrastructure age
fetch better profits from most companies that employ such tools. Seek businesses that allow leveraging
of the infrastructure as opposed to competing with execution. A platform to assist founders in
coordinating Al agents is a value-capturing move compared to having agents in separate businesses.
Primary moats are network effects and data benefits.

Conventional value measurement tools must be changed. The infrastructure-leveraged economics is not
reflected in price-to-earnings ratios that are made to suit labor-intensive businesses. A business whose
revenue is 50 million and whose infrastructure costs 10 million and the business has no staff will depict 80
percent profit margins. This could not be done in old fashioned business models. The culture change that
is needed is applicable in any position. Since the creation of organizations to the construction of systems.
Managing people to coordinate infrastructure. Since recruiting based on skills to setting up based on
capabilities. Since the increased number of heads to the broadening of the infrastructure assimilation.

Anyone may begin with Review the existing work and see what could be performed by Al agents
nowadays. This gives real insight into automation path. Most individuals do not possess the number of
tests to assess the existing Al possibilities, as they do not have much knowledge of their capabilities. Test
no-code and low-code systems. These give easy points of leverage on infrastructure without having to
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dig deep into the technical aspects of the infrastructure. Construct something that is easy to
comprehend the model. Research firms that have high revenue-per-employee ratios. Instagram,
WhatsApp, etc are not exceptions. They're templates. Applying the knowledge of how they managed to
work with maximum efficiency, there are patterns which can be applied. Study API integration and
workflow automation. Simple knowledge of the manner through which the various systems are
interconnected is strategic advantage itself. This does not need one to become a developer but rather
get out of pure business or operation thinking. Go through infrastructure providers and learn their road
maps. American Al OpenAl, Anthropic, AWS and Stripe and others release updates on capabilities
periodically. Being in advance allows one to position oneself before the general realization.

Construct something tiny by means of infrastructure only. No employees, no hires, not a single employee,
platforms only. This offers practical learning that cannot be acquired in theory. Become part of networks
that have businesses based on infrastructure. Online communities of founders creating this way, forums,
and Discord servers share learning and network effects. The chance is there now to those who see the
trend. Majority of the people are stuck in the tool-level thinking. They argue that ChatGPT will cut the job of
copywriters when the actual issue is that businesses will not necessarily have staff of their own. People
who mentally make the leap to infrastructure benefit 5-10 years as long as this has not become obvious
to the mainstream thought process.

12. THE COUNTERVAILING FORCES

12.1 Why Employment May Persist Longer Than Predicted

Although the five steps model outlines real technological ability, various forces can decelerate, misdirect
or completely change this movement. The knowledge of these countervailing forces creates the requisite
balance to infrastructure-determinist accounts.

COUNTERVAILING FORCES: WHY EMPLOYMENT PERSISTS DESPITE TECHNOLOGICAL AUTOMATION
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Fig -11: Countervailing Forces

12.2 Regulatory and Political Resistance
Protections on labor did not just come out of the blue. They are the political concessions between the
capital, the labor and the government that are hard-earned. The political economy is not factored in the
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assumption that these just fade away with the advancement of technology. France already outlaws
some types of automation via its labor law. South Korea taxes robots. The Al Act of the EU sets high
compliance standards on automated systems. Political pressure to intervene is increased as the impact
of automation as a source of unemployment becomes apparent. The possibilities of universal basic
income, robot taxes, and mandatory employment quotas, the right to human service law, etc. are all
viable regulatory solutions. Its article assumes frictionless technological adoption, yet political friction is
high and increasing.

12.3 The Quality and Trust Problem

Routine tasks are easy to automate but edge cases, subtleties, and situations where real understanding is
needed are hard to automate. An Al-store selling 80% of the tickets is impressive until you consider the
fact that 20 percent of them can be your most valuable or the most dissatisfied customers. Those
companies automating these interactions run a risk of destroying important relationships. Several papers
indicate that customers like human contacts to complex or emotional problems. Over-automated
hospitals recorded a decline in patient satisfaction. Banks that stopped having human tellers found out
there is an issue of retaining customers. The very premise that good enough automation can meet all
requirements overlooks the huge quality gaps that can become hard or even impossible to bridge.

12.4 The Coordination Costs of Infrastructure Dependence

The article glorifies companies that are assembly-based, and they are not properly responding to
emerging vulnerabilities. In the case of AWS that had a significant outage in 2022, thousands of
businesses completely halted. In the event of instability in OpenAl in 2024, firms that relied on their APIs
were instantly hit by operational crisis. Dependence on infrastructure is facilitating single point of failure
which the employment-based models averted due to the redundancy. In addition, infrastructure
providers are granted monumental power over the dependent businesses. Increase in prices, service
terms or capability prohibition can annihilate companies within a span of a night. The perceived
effectiveness of infrastructure leverage can be weak in comparison to ownership-based models.

12.5 The Meaning and Purpose Gap

Man is not engaged in work just to earn money. Work gives a sense of identity, social bonding, structure,
purpose and meaning. It is always demonstrated in psychological studies that meaningful work is a vital
factor in wellbeing and life satisfaction. The premise that individuals would easily switch to post-work lives
disregards the strong human desire to give back as well as be recognized. The societies, which tried to
achieve de-employment very quickly by distributing the resources (different nations with many
resources), tended to have social dysfunction, depression, and lack of meaning. The issue of
infrastructure-based unemployment can initiate problems on an unprecedented scale. These
psychological and social needs will remain unmet, and without effective handling of these needs, anti-
automation resistance can be even stronger than economic efficiency will indicate.

12.6 Alternative Models Emerging Globally

The Western-centric focus of the article lacks work and various ways of approaching automation. Japan
does not emphasize the replacement of coffee but tries to make people work together with robots without
opposition, but to support them. In Nordic countries, there are experimental works made with shorter work
weeks and work-sharing. Not all Asian countries are led by the idea of pure efficiency. The common
prosperity program in China expressly limits some types of automation of labor. The informal economy in
India runs on a completely different logic in comparison to Silicon Valley startups. Such alternative
models could be more sustainable or socially acceptable compared to zero-employee companies.
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12.7 The Innovation and Creativity Bottleneck

Infrastructure leverage is the best way to optimize execution but is a limitation to innovation. When all the
people use the same infrastructure, it is more difficult to differentiate. The article does recognize that this
has a role, but it underestimates its importance. Intuitive creativity may demand profound understanding
of the domain, tacit knowledge, and creative insights that infrastructure-based models might not be able
to produce. Firms that are constructed based on assembly only run a risk of becoming the same
commodity producers that compete on price. The strategic acumen and distinct structure that the article
describes as sustainable moats could not be enough to last in the competitive advantage.

12.8 Environmental and Resource Constraints

The environmental cost of business models that are dependent on infrastructure has not been touched in
the article. The implementation and training of Al costs enormous amounts of energy. Already, the global
data centers are already using high percentages of electricity production. Expansion to accommodate
millions of infrastructure-intensive businesses can reach environmental limits in advance of the
economic ones. Data center cooling that could consume a lot of water, the rare earth minerals used in
computing hardware, and electronic waste attributed to the rapid turnover of hardware are all forms of
environmental costs not reflected in infrastructure prices. The politics of regulation in the vicinity of the
environmental impact may greatly change the economics as demonstrated in this article.

These forces of opposition do not disqualify the five-phase model but indicate that the process of
transformation will be more gradual, messy, and challenged than technological capability itself would
imply. Employment might make changes instead of vanishing. Human and automated work Hybrid
models can be more resilient as opposed to pure automation. Political accommodations can maintain
jobs on social and not economic grounds. The social, political, and practical forces that oppose
technological push in the direction of infrastructure leverage, together with a more comprehensive
analysis, are more understandable than either one on its own. There is a likelihood of negotiation between
these forces and not just a technological determinism in the future.

13. CONCLUSION

Incremental improvement is not happening. We are experiencing structural change. These five stages are
not independent trends but cumulative forces which when combined, break down the traditional
company form. Physical barriers were removed using cloud infrastructure. Cognitive work is being
removed by Al agents. Physical labor will be automated through robots. Management will be replaced
with systems. Pure assembly based companies will be made possible by global infrastructure. Every
stage is a serious change. They make history together, both, the obsolescence of employment as such, as
an organizing principle, something historically unprecedented. Companies became the means of
coordinating the scarce resources. The coordination mechanism is fundamentally altered when capital,
knowledge and capacity to coordinate becomes plentiful due to infrastructure.

The point was never to get employed. It was a means to an end. The end was the organization of
specialized capabilities such as generating value that could not be created individually. It is developing
new ways of coordinating specialized capacities in infrastructure instead of employment relations. The
role remains whereas the framework is entirely changed. This is important as those who win will be the
ones who will realize infrastructure leverage before it dawns. The movement towards assembling as
opposed to building is deep though not well understood. More traditional benefits such as access to
capital and potential to get talented teams are no longer as important. The new benefits regarding
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strategic intelligence, orchestration of infrastructure, and unique data become prevalent. It is currently
constructing its infrastructure. AWS, open Al, Stripe, Shopify, and hundreds of other systems are
developing building blocks that can be assembled to make up companies. The ability to coordinate these
elements is the proficiency that is required. Most people are still reasoning in terms of tools. They observe
individual technologies and argue about certain uses. They lack the infrastructural pattern that is
transforming the nature of commerce.

This is not the issue of technology overtaking human beings. It involves infrastructures taking over
organizational structures. Humans remain essential. The difference is what alters, which is the way we
arrange to generate value. The employment relationship had some functions that were applied in
circumstances. Those contexts are shifting. New forms of organization are formed that are applicable in
new situations. It is not whether this transformation will be taking place. The trend is evident and rising at
a faster pace. Cloud adoption is complete. Al agents are being widely deployed. Physical automation is
coming into existence. There is the emergence of management automation. An entire infrastructure is
probably only ten years away, but the trend is clear.

The question is what your contribution to the construction of this future is. Are you aware of the trend in
time to place strategically. Do you become literate infrastructure when it is uncommon. Do you develop
assembly principles at inception, or do you struggle to defend organizational models which are aimed at
other constraints. Research structure intimately. Test assembly based construction. Join other people who
are venturing into this frontier. The company that is coming is not even like the current company. It is
currently being constructed by founders that look beyond tool-level thinking to infrastructural change.
The chance is there for those who are willing to see and do it. The age of infrastructure has come.
Everything depends on how you are involved.
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