Leading
the Shift

The New Leadership Playbook
for AlI-Enabled HR




Jll Executive Summary o

Al 'is no longer a future possibility for HR — it is here, and it is reshaping o—
how the HR function must lead, operate and add value. For senior HR ¢ |fm
leaders, the challenge lies less in discovering which tools to adopt and o | o
more in redefining roles, behaviors and organizational mindsets. Without a
thoughtful leadership playbook, investments in Al risk landing as isolated
pilots, under-utilized systems and fractured employee trust.

This briefing outlines the vital leadership capabilities required to guide HR
through an Al-enabled transformation: strategic clarity, cultural readiness, & A

capability building and ethical governance. It draws on data, cautionary f ﬁ

cases and real-world examples to help HR leaders transition from “tech
implementers” to “Al-enabled talent stewards.”

] Introduction: The Leadership Imperative !

Al adoption in HR has reached an inflection
point. According to Gartner, 38% of HR
leaders were either piloting, planning or
already implementing generative Al (GenAl) in
their HR function as of January 2024 — up
from 19% in June 2023. (Gartner) Meanwhile,
Gartner projects that by 2025, some 60% of . Mindset and culture
enterprise organizations will adopt a . Capability and role evolution
responsible Al framework for HR technology, . Operating-model redesign
signalling that the leadership and governance
agenda is coming into sharp relief. (Gartner)

This briefing posits that HR's
leadership shift must concentrate
on four key dimensions:

. Ethical governance and trust.

Within each dimension, concrete
actions, real-life examples and
cautionary tales illustrate the
path.

Yet despite accelerating adoption, leaders
report deeper challenges: only 8% of HR
leaders believe their managers currently have
the skills to use Al effectively. (Gartner) For
many CHROs, the missing link is not the
latest chatbot or analytics engine — it is how
HR leaders lead the transformation.
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Mindset & Culture:
Leading the Human-AI Shift

Why it matters

Al will change how work gets done and who does what. According to Society for Human
Resource Management (SHRM), three-quarters of HR professionals agreed that
advancements in Al will increase the importance of human judgement in the next five
years. (SHRM) That means leaders cannot treat Al as simply another technology — they
must lead cultural change.

B Industry scenario

A large global financial services firm rolled out an Al-driven talent matching tool. Initially
the tech worked, but adoption plateaued. The underlying issue? Leaders and HRBPs
didn't change their behaviors: they still treated recommendations as optional rather than
part of their decision-making process. As a result, the tool sat idle and ROI remained flat.

Critical watch-out

B When atech company rushed a GenAl assistant into HR service delivery without
addressing employee concerns, uptake was low and employees complained the
assistant “didn’t understand me”. The firm had neglected change management: no
manager training, no communication about where the Al fits or how deployment would
affect roles. This kind of rollout erodes trust and limits impact.

Leadership actions

e Frame Al not as “replacement” but as “augmentation”,
explicitly communicate how roles evolve.

Run leadership workshops showing how Al changes
decision-flows and pivot behaviors accordingly.

Set up feedback loops where employees can voice
how Al is impacting their experience and role.
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Capability & Role Evolution:
Preparing HR and Managers for Al

Why it matters

Many HR teams have legacy capabilities focused on compliance, process and
administration. Al demands new capabilities — data literacy, algorithmic understanding,
strategic people analytics, and the ability to act on insights. Gartner’s finding that only 8%
believe their managers are ready underscores the gap. (Gartner)

B Industry scenario
A global consumer goods company
created an "HR Analytics & Al Partner” i )
role who worked with business leaders Leadership actions
to interpret Al-derived insights and e Audit current HR and
translate them into talent decisions. management capabilities: ask
This role acted as a bridge between HR, “which managers and HRBPs
IT and business, enabling faster feel confident working with
operationalization of Al learnings. Al-derived insights?”

M Critical watch-out Create learning paths for HR
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In another case, an organization
adopted a sophisticated Al-tool for
performance review automation but left
the HRBP role unchanged. HRBPs still
spent most time in spreadsheet work
rather than coaching managers. The
tool produced reports, but managers
ignored them — no one had been trained
to embed insights into weekly check-ins.
Result: minimal business impact,
wasted investment.

and managers: topics such as
“how to ask questions of Al

outputs”, “ethical implications of
Al decision-making”,
“interpreting predictive
analytics”.

Redesign roles: for example,
shift HRBPs from transactional
tasks to insight-driven advisory;
define new roles like “Al Talent
Strategist”.
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Operating-Model Redesign:
From Process HR to Intelligence-Driven HR

Why it matters

Al doesn't simply automate current workflows — it redefines the
operating model of HR. Gartner notes that HR functions are moving
to an “Al-infused HR operating model”. (Gartner) Without redesign, Al L )

deployments tend to be siloed pilots rather than functional shifts.

Bl Industry scenario
A professional services firm reorganized its HR function: rather than W r

separate talent acquisition, learning & development, and workforce
planning teams acting in silos, they formed an integrated “People
Intelligence” hub. Al tools feed a shared data-platform used by HR,
business units and finance. HR roles were shifted accordingly: ) )
operations teams became “service delivery enablers”, analytics ?

teams became “insight partners” to the business. /\)

e
B Critical watch-out \P \\'_\

A multinational enterprise deployed an Al chatbot for HR service
delivery but left HR service and talent teams structurally unchanged.
The result: duplication of effort, confusion over ownership, and J k

competing data sources. The “Al rollout” looked like tech bolted onto
an old model rather than a redesign, and so benefits were limited.

Leadership actions

e Map current HR operating model (roles, workflows, data flows)
and identify how Al-driven capabilities will disrupt each element.

Define target operating model: what HR will do less of, and what
it will become.

Start with high-value use cases (e.g., internal mobility, skills matching,
personalized learning) and build the model iteratively.

Establish governance: who makes decisions about data, Al models, ethics,
vendor oversight — and connect HR with enterprise Al/IT teams.
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Ethical Governance & Trust:

Building the Responsible AI Agenda

Why it matters

@ INTOO

HR is ultimately the guardian of culture, fairness and trust. When HR adopts Al, these
become front-and-center issues. Gartner reports many HR functions see the risk of

adopting Al too quickly: “accelerated adoption

marginal gains.” (Gartner)

Industry scenario

A healthcare organization introduced an
Al tool for learning-recommendation
that surfaced subtle bias: it
recommended more advanced modules
to employees already highly rated rather
than under-performers who could
benefit more. HR paused the rollout,
partnered with legal and ethics, revised
algorithms and governance, and
relaunched. The lesson: trust was
earned by transparency and correction.

Critical watch-out

A large enterprise allowed “bring your
own Al” chatbot usage among
employees without governance.
Eventually, an unvetted tool exposed
employee data, and trust quickly eroded.
HR had to step in, but the damage was
already done. Lack of early rules meant
reactive remediation.
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.. Skipping best practices ... leading to

Leadership actions

Establish an Al governance
board: include HR, Legal, Risk,
IT, Ethics leads. Define
accountability for Al decisions.

Build a transparent
communication plan: what data
is used, what decisions are
supported, how humans remain
in loop.

Audit for bias, fairness,
explainability: e.g., run review of
Al-recommendations to check
for differential outcomes.

Define “human in the loop”
boundaries: identify when HR or
managers must override Al.

Monitor trust metrics: e.g.,
employee confidence in Al,
uptake, error rates, appeals from
employees.



https://www.gartner.com/en/newsroom/press-releases/2025-10-16-ai-in-hr-separate-hype-from-reality-to-achieve-business-goals

Jll Leadership Playbook &
Strategic Recommendations

]
| &
1. Define a clear Al-leadership charter o\f ’_|_)
Articulate how HR will lead in the Al era — what value it expects, .—E—.
how roles change, and how it supports business strategy. ./_|_‘ I\
2. Invest in HR & manager capability ® ° o

Launch targeted learning programs around data literacy,
Al-augmented decision-making and ethical governance. Each
manager should understand how Al affects their role.

®

3. Pilot with intention, scale with discipline
Select 1-2 high-impact use cases, invest in change management
upfront, measure outcomes before replicating broadly. &

4. Redesign the operating model
Proactively shift from process-centric HR to insight-centric HR;
update roles, workflows and data architecture.

5. Anchor trust and governance
Establish ethical frameworks, communicate transparently with
employees, monitor trust metrics, and ensure humans remain at
the center. ‘

il Closing Takeaway

For HR leaders, the Al era is less about which tool to deploy and more about how to lead differently. As
one study put it, Al is increasing the value of human judgement. (SHRM) The organizations that win
will not simply automate HR tasks — they will transform how HR thinks, how it operates and how it
earns trust. Leadership in this context means guiding people through uncertainty, orchestrating new
workflows, bridging human-machine collaboration and embedding strong governance. The question is
no longer “Should we use Al?" but "How will HR lead the Al-enabled organization?”
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ABOUT INTOO

INTOO helps organizations and individuals navigate workforce change with our award-winning
outplacement services. We believe people should always be at the center of our approach.
That's why experienced coaches lead each engagement, while our platform personalizes
every step and scales support—without losing the human touch. Guided by ethical
frameworks and a culture of innovation, we integrate human expertise with intelligent
technology to deliver measurable value for our clients and their employees.



