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HR leaders find themselves at an inflection point, caught between two powerful and conflicting pressures. On one hand,
economic uncertainty and a sustained focus on optimization have led to leaner teams and intense scrutiny on every dollar
spent. On the other, the increasing complexity of work demands that the People function deliver even greater strategic impact.
This tension is not cyclical or situational. It has become a defining condition, an "Optimization Paradox," that exposes the limits
of the traditional HR model.

The rise of generative and agentic Al has accelerated this strain, making fundamental change both necessary and possible.
While extreme narratives about fully automated enterprises misrepresent how value is created and delivered in most
businesses, the broader trajectory is valid. Organizations are embedding Al into everyday knowledge work, automating
administrative activity, and simultaneously reshaping how decisions, workflows, and roles are designed. This evolution
challenges the common 100:1 employee-to-HR ratio and changes the conversation from "How can we use Al in HR?" to a more
existential question: "What is the strategic purpose of the function when work is no longer exclusively performed by humans?"

In practice, this drive for efficiency has already manifested in publicized cases of flattening organizational structures, where
centralized HR teams are dismantled in favor of speed. Yet, the reality is that the work is not eliminated but merely distributed.
Critical people-management operations are transferred, explicitly or implicitly, to business leaders without the necessary
systems, governance, or guardrails to execute them well. The result is fragmentation, inconsistency, rising risk, cognitive
overload at the manager level, and a degraded employee experience.

This paper argues that the solution is not to simply run the existing model with ever fewer people, nor to automate a misaligned
process. It requires a radical redefinition of the function through a new operating system called Human Readiness. This
approach repositions the function from a service provider managing programs to an enterprise capability responsible for
establishing the infrastructure and conditions under which work, talent, and technology can adapt together, enabling an
organization that is perpetually ready for future challenges and opportunities.

The proposed model builds on operational shifts already observable, even if they are not yet the norm. As William Gibson
famously noted, "The future is already here—it's just not evenly distributed." The principles presented are informed by the
emerging practices of innovative companies that are effectively embedding people operations into the business, redesigning
workflows for human-Al collaboration, and integrating dynamic talent ecosystems.

This document serves as a strategic blueprint for leaders seeking to move beyond incremental adaptation, outlining how to
rebuild the function to navigate this new reality with greater resilience, not by reacting to it, but by proactively shaping its
future.

Our methodology

This point of view is the result of extensive collaboration, drawing upon decades of field experience, input from senior HR
executives, and insights from Wowledge's expert partners. Our research also reflects operational realities and expectations
gathered through a targeted market pulse study of over 120 organizations across 19 industries. Additionally, the model’s
detailed frameworks were informed by analysis of the programs and frameworks built and maintained on our platform. To
ensure the proposed operating system addresses core business challenges and is not isolated HR visioning, our validation
process deliberately included the perspectives of leaders from inside and outside the people function.

Human Readiness: a new operating system for the Al-powered organization | 2



The forces shaping the future organization
Examining the drivers creating the demand for a new operating system.

While many trends influence the world of work, a handful of dominant forces are converging to fundamentally reshape
organizations. These pressures, spanning the market, the workforce, and technology, are not cyclical or temporary; they
represent a structural transformation that will likely define the operating environment for the next decade. These dynamics
render traditional organizational structures and legacy HR models outdated, making a new approach essential for ongoing
viability.

Market pressure and the decline of predictability

Market forces are marked by accelerated volatility. Fueled by geo-economic polarization, markets have become less
predictable, forcing organizations to abandon rigid long-term planning in favor of adaptive strategies and resilient operating
models that can adjust closer to real time. This instability is compounded by a collapse of institutional trust. As misinformation
spreads and traditional signals of authority weaken, stakeholders increasingly demand verifiable proof of ethical behavior and
operational integrity. Furthermore, operating across a splintering societal landscape of divergent political and cultural standards
requires extensive contextual intelligence to manage the deep-seated values and expectations of local or multi-regional
workforces.

Workforce complexity and rising expectations

These market pressures intersect with workforce dynamics centered on the primacy of personalization. Employees and
contingent workers now demand a work experience tailored to their values and aspirations, requiring organizations to move
beyond one-size-fits-all programs to cultivate a sense of purpose and belonging. This occurs alongside perpetual skills
disruption, where rapid technological change forces a transition from periodic training to continuous, integrated learning
essential for maintaining relevance. Adding to this challenge is an expanding workforce mix. Managing a blended pool of
freelancers, contingent workers, and five distinct generations in the workforce creates growing operational complexity that
demands new approaches to sustained alignment.

Technology acceleration and new accountability demands

Technology forces accelerate these structural changes, primarily through the rise of Al as a cognitive partner. Al is evolving
from a specialized tool into a ubiquitous business partner, automating complex knowledge work and freeing humans to focus on
strategy, relationship building, and innovation. Simultaneously, the explosion and fragmentation of digital ecosystems is
redistributing value creation from centralized organizations to interconnected networks of partners and platforms. To manage
this safely, there is an imperative for secure and regulated technology. Guardrails and security by design must be built into all
systems to maintain stakeholder trust and ensure operational resilience.

Characteristics of the future organization

Our research confirms that pressures from the market, workforce, and technology are not abstract challenges; they are actively
forging a new type of organization. These characteristics represent the practical realities of how future-ready enterprises will
operate. Together, they define the target state that a reimagined people function must be architected to build, enable, and
sustain.

To survive in a volatile environment, the organization dynamically configures for radical adaptation. The trajectory toward this
model is already visible: 59% of surveyed organizations report pursuing fluid, project-based teams, though only 8% have fully
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transitioned. This signals a clear need to depart from the fixed hierarchy. In this context, leaders are empowered to reconfigure
into agile, mission-driven teams that respond to changing demands. While a compact core provides consistency, the
organization continuously reshapes itself around fluid teams, identifying and accessing the dynamic skills needed to address
future challenges, ensuring the workforce evolves in lockstep with strategy.

Because speed and precision are paramount, the organization systematically optimizes an outcome-based flow of work. The
momentum for this change is building, with 75% of organizations reporting that Al is actively impacting knowledge work.
However, the depth of this adoption varies widely: while automation remains the most common entry point, only 12% of
organizations indicate they have advanced to fundamental workflow redesign. This suggests that, for the vast majority, the
transition to fully outcome-based work remains an active frontier. In this advanced state, a sharp focus on efficiency drives
teams to move beyond basic automation to augment judgment and remove bottlenecks. Work is not confined to static roles but
is routed to the best-suited person or Al agent based on verified capabilities. This fluid allocation of talent is guided by clear
guardrails to enhance results without overloading teams.

Recognizing that value creation extends beyond its own walls, the organization assembles and manages a robust partner
ecosystem. This expansion is evident but complex: while 42% of organizations report increased reliance on external talent over
the past three years, economic volatility has created a polarized landscape where agility competes with cost containment. To
maintain resilience in this fluid environment, strength increasingly lies in an integrated network of providers beyond full-time
employees. The organization governs and enables a blended ecosystem of internal teams, freelancers, and specialized firms
engaged for specific missions, ensuring the best capabilities are applied to any given problem or opportunity.

However, structure alone is insufficient; the organization cultivates talent through purpose and a human-centric culture. It
attracts and accesses talent by creating an environment where work feels meaningful. Leaders articulate a clear, authentic
purpose that guides decision-making and motivates commitment. Intelligent technologies are used to dynamically tailor the
worker experience, providing flexibility and development opportunities that reflect what talent values, all while maintaining
fairness and equity.

Finally, to maintain legitimacy in a low-trust world, the organization ensures transparent governance and accountability to all
stakeholders. This becomes critical as the organization moves toward distributed networks and Al-augmented decision-making,
creating potential blind spots that demand rigorous validation. Trust is built through clear and auditable operations. All systems
are designed with security as a primary requirement, and processes must comply with complex regulations. The organization
remains accountable for its impact on customers, employees, and society through transparent reporting and explainable
governance, treating trust as a tangible asset.

The new mandate for HR
From organizational characteristics to mandates: what the function must do next.

A conventional HR function cannot support an organization defined by dynamic adaptation, ecosystem integration, and
systematic optimization. Each of the organizational characteristics implies a new set of expectations and a greater strategic
demand on this core group. The five mandates that follow are a direct translation of these needs into the strategic imperatives
that will define the future-focused function.

1. Architects an organization designed for perpetual change

Enabling radical adaptation requires the function to move beyond enforcing static hierarchies and job descriptions to create the
conditions for fluidity. This involves designing frameworks for agile team formation, building dynamic talent systems that map
skills to mission-critical work, and coaching leaders on managing modular teams. In doing so, the function becomes the primary
architect of an adaptive organizational configuration.
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2. Engineers the systems that optimize how work gets done

Helping the organization systematically optimize its flow of work demands applying agile and continuous improvement
methodologies to all aspects of work design. This entails partnering with business and technology leaders to create human-Al
workflows, establish data-driven talent allocation frameworks, and build reward systems directly tied to business outcomes. A
critical focus is ensuring these new systems minimize the cognitive load on leaders and their teams.

3. Curates and integrates a diverse talent ecosystem

Supporting an organization that assembles and manages a dynamic ecosystem requires expanding focus from hiring full-time
employees to strategically managing a blended workforce. This includes deploying platforms to source on-demand talent,
setting standards for partner engagement, and designing integration processes for seamless collaboration between internal and
external contributors.

4. Acts as the steward of culture and the worker experience

Shaping a human-centric culture that is cohesive across a dynamic, blended workforce demands that the function act as a
proactive facilitator of compelling worker journeys. This involves coaching leaders on creating psychological safety, using
human-centered design to craft personalized experiences, and ensuring the organization’s purpose is authentically embedded in
all people practices across teams as they assemble and transition.

5. Upholds trust through transparent and ethical people practices

Maintaining transparent governance and accountability means the function must serve as the organization's ethical backbone
on all people-related matters. It requires establishing auditable and equitable frameworks for performance, mobility, and
compensation. This also includes setting clear ethical guardrails for the use of Al and employee data, ensuring the organization's
code of conduct guides behavior across both internal and external talent.

To fulfill these five interconnected mandates with a compact group, the work of the function must be deconstructed from
traditional jobs into its fundamental value streams. This analysis reveals three core archetypes of work required to build and run
a future-ready enterprise: architecting the organizational operating system, orchestrating solutions for focused business
missions, and navigating to enable capability within teams.
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The Human Readiness operating model
Rethinking the function to operate under new conditions.

The converging market, workforce, and technological forces redefining the operating environment are forging a new type of
organization: one that is radically adaptive, outcome-driven, and ecosystem-integrated. This new context demands a
fundamental reimagining of the Human Resources function.

The traditional HR structure is no longer adequate. The future requires an operating model that is significantly more compact,
yet more strategic, integrated, and deeply embedded in the flow of work. This framework outlines such a model, designed to
operate with a leaner footprint, moving from the common 100:1 employee-to-HR correlation toward significantly higher ratios.
The design relies on a streamlined core team, intelligent technology, a robust external ecosystem of specialized expertise, and
deep integration with the business.

A needed reframing

The term 'Human Resources' is increasingly out of sync. Its focus on managing people as assets is misaligned with the mandate
for a forward-looking capability that operates holistically in a complex environment comprising people, intelligent processes,
and partner ecosystems. The necessary reframe is Human Readiness. This titling reorients the function’s core dynamics from
service delivery to proactive business enablement, implying a state of constant systemic preparation. Its primary mandate is to
ensure the entire organization—its people, configuration, technology, and culture—is consistently ready for future challenges
and opportunities. This is not merely a semantic change; language shapes mindset. 'Human Readiness' redefines the function's
value as the primary driver for building a dynamically capable and inherently resilient enterprise.

The three core Human Readiness roles

This new operating model is built around three core, business-impact roles. They are not simply evolutions of current people
functions; they are fundamentally new in their scope, capabilities, and approach to creating value.

1. Human Readiness Architect: Designer of the organizational operating system

The Architect is responsible for creating the blueprint for the entire organizational system and leading the function that brings it
to life. This role moves beyond high-level strategy to the tangible design of the infrastructure, systems, and platforms that
enable the business to be both agile and effective. They ensure that the way the organization is built is directly aligned with its
purpose and the outcomes it seeks to achieve.

Key responsibilities:

e Organizational architecture: Designs the core blueprints for an agile and reconfigurable organization, including its
governance protocols and principles for dynamic team formation.

e Ethical governance and Al guardrails: Establishes the framework for the responsible use of Al and data, ensuring that
automation and agentic workflows maintain trust without introducing bias or operational risk.

e Ecosystem curation: Designs the standards and interfaces for the external talent and provider ecosystems, enabling
seamless collaboration between internal and external partners.

¢ Technology platform ownership: Owns the master plan for an integrated people-and-work technology stack that
provides a seamless user experience and delivers critical data for decision-making.

e Culture and experience stewardship: Defines the foundational principles and measurable behaviors of the culture and
designs the key frameworks that shape the worker experience and reinforce core organizational values.

e Functional leadership: Leads the Human Readiness function by setting its vision, aligning the team, representing it at
the executive level, and governing the enterprise change portfolio.
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This senior role will primarily evolve from today's most strategic CHROs or CPOs, and forward-thinking HR Business Partners
(HRBPs). However, it will also attract talent from outside traditional HR, including from IT and business strategy, management
consulting, and product management backgrounds, given its focus on systems thinking and ecosystem strategy. This transition
represents less of a career step and more of a profound leap in capability, demanding a shift from functional expertise to
integral organizational configurator.

2. Human Readiness Orchestrator: Work design and people solutions consultant

The Orchestrator is a deployable, high-value consultant who bridges the gap between the Architect's strategic vision
and mission-based implementation. They are specialists in human-Al workflow design, skills deployment, and people solutions
that help teams optimize their operations and achieve high-impact outcomes.

Key responsibilities:

o  Work design: Episodically embeds with teams on critical "missions" to help them deconstruct business problems, design
human-Al workflows leveraging agentic capabilities, and improve operational agility, applying proven change
methodologies to ensure successful adoption.

e Solutions integration: Acts as a guide for leveraging the ecosystem, helping teams identify and pull in the right tools,
technologies, and on-demand talent to solve specific challenges.

e Talent deployment: Defines the skills needed for missions, supports the identification of the right internal or external
talent, and consults on associated cost management.

e Outcome measurement: Works with teams to define key results and uses real-time operational analytics to diagnose
issues and measure the impact of work redesign.

The Orchestrator role will be a natural evolution for today's most consultative HRBPs and specialists from Centers of
Excellence (COE), particularly those in organizational design and integrated talent management. It will also be an attractive role
for individuals with experience in engineering Al agents and automated workflows, as well as agile coaching, process design,
and IT solutions consulting.

3. Human Readiness Navigator: Enabler of mission leader and team capability

The Navigator is a key human interface responsible for building capability at scale. Acknowledging the risk of manager burnout
in a leaner organization, their primary role is to make the adoption of embedded responsibilities easier and more efficient for
work teams, enabling a human-centric culture at the team level.

Key responsibilities:

e Performance coaching: Provides team leaders with just-in-time coaching and support—augmented by Al tools—on how
to lead teams, give effective feedback, manage performance, and guide their teams through change.

e Technology adoption: Drives the proficiency and adoption of people-technology platforms to enable the efficient, self-
service application of Human Readiness processes, ensuring teams can fully leverage tools for collaboration and
mobility.

e Resource and solution guidance: Acts as a proactive enabler and on-demand guide for leaders, equipping them with the
right playbooks, tooling, decision paths, and ecosystem partners to solve their day-to-day team and people challenges.

e Capability building: Uses engagement and learning analytics to identify skill gaps at the team level and connects
managers and employees with the right resources to close them.

This role will draw talent from a diverse set of current functions. It's a natural path for HR Generalists, Learning & Development,
and Change Management specialists, as well as service-oriented professionals from HR Shared Services (HRSS). Given the
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emphasis on technology adoption, individuals from HRIS and even user-focused IT support roles could also transition into this
capability-building function.

Exhibit 1: The Human Readiness roles at a glance

Dimension Human Readiness Architect Human Readiness Orchestrator Human Readiness Navigator
Core Mission  Designs the organizational Optimizes work design and Builds leader and team capability at
operating system for agility and deploys people solutions for scale to drive adoption and
resilience business missions effectiveness
Primary Focus Enterprise-wide Human Readiness | Mission-based projects and Team-level enablement and leader
systems and strategic direction workflow optimization coaching
Key Activities e Governs organizational e Designs human-Al workflows e Coaches leaders on team
frameworks and standards ¢ Integrates and adapts people performance
e Curates the talent and provider solutions ¢ Drives self-service proficiency
ecosystems e Deploys (internal or external) and people-tech adoption
e Owns the people-work platform talent for missions e Guides leaders to internal and
e Stewards culture and experience e Measures mission outcomes and external ecosystem resources
e Leads the Human Readiness diagnoses improvement and solutions
function opportunities e Builds team-level capabilities
Key C-suite, executive leaders, and Mission leaders and cross- Team leaders and workers
Relationships  ecosystem players functional teams
Predominant  Foundational and continuous Episodic and mission-based Just-in-time and on-demand
Timing

Key operating principles

The Human Readiness model introduces a fundamentally different way of distributing people-related work, decision-making,
and accountability across the organization and its ecosystem. For this model to function effectively with a lean internal
footprint, it relies on explicit operating principles. These are structural requirements that prevent fragmentation, manage risk,
and preserve coherence as responsibility moves closer to the business and as technology becomes embedded in core work.
Without these principles, the model would amplify complexity rather than absorb it.

Centralized data with embedded analytics: A traditional HR analytics team is replaced with an integrated enterprise intelligence
approach in which workforce data is governed centrally but applied locally. The Architect is accountable for the stewardship,
quality, and integrity of workforce data within a single, integrated intelligence platform. Analytics are embedded into day-to-day
decision-making, with all three roles using self-service tools to act on insights relevant to their domain. This holistic approach
also empowers leaders with direct access to insights, while centralized governance ensures decisions are based on sound,
integrated data, balancing speed and autonomy with data consistency and enterprise-level oversight.

Strategic governance of people technology: While the Human Readiness function does not own the IT infrastructure, it is
accountable for the strategic governance of the people-and-work technology ecosystem. The Architect defines the digital
infrastructure and curates strategic technology partners to ensure tools align with the organizational design and deliver a
cohesive worker experience, leveraging intelligent, natural-language capabilities to enable easy access to data and insights. Day-
to-day administration, cybersecurity, and platform operations remain with IT and external vendors. Governance focuses on
integration, accessibility, and usability, ensuring technology reduces cognitive load and minimizes friction.

On-demand expertise for complex cases: The model is designed around access rather than the accumulation of highly
specialized expertise. Certain situations, such as executive compensation design or formal employee relations investigations,
require deep technical knowledge, independence, and credibility that are inefficient to maintain internally on a continuous basis.
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In these cases, expertise is sourced from a curated external ecosystem of certified specialists, advisory firms, and professional
providers. The Architect is accountable for selecting, governing, and integrating this expertise, ensuring quality, impartiality, and
alignment with enterprise standards.

Accessed expertise for regulatory compliance: Given the rapidly evolving and expanding web of labor regulation, maintaining
comprehensive in-house expertise is neither efficient nor sustainable. Deep regulatory and legal knowledge is therefore treated
as an external capability accessed through specialized partners and compliance platforms. The Architect is responsible for
curating these partners and translating their guidance into operational frameworks, effectively embedding regulatory
requirements into systems and processes, and verifying adoption across the organization.

Change leadership as a core discipline: The model’s goal is to build an organization-wide capability to lead through perpetual
transformation by embedding change leadership as a core discipline. This is particularly important in transformations that
reshape how work is performed, where sustained behavior change and experimentation occur at the team level and in day-to-
day work, including the adoption of Al. The Architect sets the enterprise change agenda in partnership with senior leaders. The
Orchestrator applies change methodologies to ensure new solutions are adopted in practice. The Navigator builds leader and
team proficiency to operate through ambiguity and sustained transformation, reducing reliance on centralized change programs.

Clear business ownership of outcomes: The partnership between the function and the business is redefined to accelerate
results. A core responsibility of the Human Readiness function is to empower leaders through mission-aligned frameworks,
intelligent tools, and expert coaching to make high-quality talent and operational decisions. Business leaders own the final
decisions, the implementation of change, and the ultimate outcomes for their teams. This approach couples accountability with
capability, ensuring decisions are made faster and closer to where the work happens while preserving enterprise standards and
ethical guardrails.

Essential capabilities for the Human Readiness function

Designing a lean, distributed operating model places new demands on the people responsible for shaping and enabling it. The
Architect, Orchestrator, and Navigator roles rely on a set of foundational capabilities that allow them to operate effectively in the
face of sustained complexity, ambiguity, and change. These capabilities are not narrow technical skills that will become obsolete,
but enduring competencies required across all three roles to operate effectively under sustained complexity and change.

1. Systems thinking: Designing holistic solutions demands seeing the organization as an interconnected system of
people, processes, and technology. This enables the diagnosis of root causes and the anticipation of downstream
consequences from decisions. It is foundational for the Architect when designing the enterprise and for the
Orchestrator when redesigning work, allowing both to mitigate risk and avoid fragmented solutions.

2. Human-centered design and experience curation: As work spans blended teams, digital platforms, and external
partners, the worker experience can easily become disjointed. This discipline focuses on intentionally designing
interactions, whether with other humans or with technology, so they remain coherent and usable from the perspective
of those doing the work. The Architect applies it to frame the overall worker journey, the Orchestrator to redesign
specific workflows, and the Navigator to help leaders sustain supportive team environments.

3. Data literacy and sensemaking: In a data-fueled organization, every role must be data-literate. This does not imply
becoming a data scientist, but refining the ability to formally assess situations, ask the right questions of data, interpret
the answers, and translate quantitative insights into clear implications for business and talent outcomes. This is applied
through conversational inquiry with an enterprise intelligence platform, shifting the focus from reporting what
happened to using analytics to explain why outcomes are occurring and what adjustments are required.

4. Business acumen: Acting as a driver of organizational readiness requires a sound understanding of how the business

creates value. This includes diagnosing operational and strategic challenges and articulating how people-related
decisions affect financial and performance outcomes. This is critical for the Architect when designing an organization
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to compete successfully, for the Orchestrator when redesigning workflows to achieve business-driven missions, and
for the Navigator when coaching leaders on building team capabilities that directly support business priorities.

5. Consulting and influencing: In a decentralized model, authority is limited and influence becomes essential. All three
roles operate through advisory relationships built on credibility, inquiry, and trust. This spans a range of stances, from
formal consulting on complex problems to coaching for development and facilitating team processes. As decision
volume and ambiguity increase, these skills protect judgment quality and reduce reliance on escalation or control.

6. Network and relationship management: Operating within a broad ecosystem of partners fundamentally changes how
value is created, making the ability to build and manage relationships, both within and outside the organization, critical
to effective execution. This involves curating external partners, defining engagement terms, and fostering
collaboration across a blended workforce. The Architect applies this at a strategic level to shape and govern the
ecosystem. The Orchestrator draws on the network to assemble capability for specific missions, while the Navigator
helps leaders access the right partners to address team-level challenges.

Cultivating these foundational capabilities begins with prioritizing continuous, experiential development over traditional
training. This includes methods like stretch assignments, participation in complex business and cross-functional projects, and
leveraging online academies. Augmenting these hands-on approaches with Al-powered platforms that provide just-in-time
coaching can accelerate the reskilling journey, providing a practical path to develop the future Architects, Orchestrators, and
Navigators from within the existing function.

Beyond developing new skills, the transition requires a deliberate assessment of the existing team to align individual strengths,
mindsets, and aspirations with the demands of each role. For example, not every HR Business Partner will evolve into an
Orchestrator. An HRBP with deep consulting and work-design skills is a natural fit for that role, while one who excels at
coaching and leader enablement may be better suited as a Navigator. This highlights a necessary evolution for many
professionals from a generalist background toward a more targeted, productivity-focused consulting capability. This intentional
mapping of current talent to future roles is a critical step in building the Human Readiness function.

The Human Readiness work distribution

For a compact Human Readiness team to deliver on its broader mandate, the work must be intelligently and intentionally
distributed across four key dimensions: what is supported by Al and automation, what is accessed from the external ecosystem,
what is owned by the core Human Readiness team, and what is embedded in the business. This deliberate distribution is the key
enabler that allows the internal team to remain lean while focusing on the most strategic, high-leverage work. The approach
addresses a structural necessity revealed by our research: with nearly two-thirds of organizations reporting significant pressure
to simultaneously reduce operating costs and increase strategic impact, centralized execution cannot scale to meet this dual
mandate.

While the table below organizes capabilities by common program areas for clarity, they should operate as an interconnected
system, where the impact of one is amplified by its connection to the others. This reorients the function’s value from the direct
execution of all tasks to the strategic orchestration of integrated value streams.

Although Al is presented as one of the four dimensions, it also serves as a foundational layer that supports and connects the
other three, assisting, augmenting, or automating work performed within the ecosystem, the Human Readiness team, and the
business. This deep integration of technology makes human oversight paramount. Even when technology operates
independently, accountability for outputs and ethical use must remain with a human being to maintain stakeholder trust and
manage strategic risk. A core responsibility of the function is to lead the necessary behavioral changes to ensure that
technology is harnessed and deployed in ways that empower the workforce to strengthen decision quality and execution.
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Share of execution:

HR Strategy

HR direction, initiatives,
and goals

Strategic business
partnering

Ecosystem curation and
partnership management

Culture/experience design
and stewardship

Exhibit 2: Where work lives in the Human Readiness operating system

Ancillary (<5%)

Al & Automation

Analyzing and drafting
strategic options

Generating insights and
mapping solutions

Evaluating and
monitoring partner risk

Producing sentiment
analysis and insights

Limited (<20%)

External Ecosystem

Providing expert-built
practices platforms

Producing market
intelligence

Offering curated partner
options

Conducting culture
assessments

Human Readiness Team

Validating and refining
strategic options

Orchestrating people
solutions

Managing partner
relationships

Framing culture and
experiences

Integral (20-49%) l Significant (50-80%) l Primary (>80%)

Business Embedded

Prioritizing goals and
initiatives

Contextualizing people
solution

Providing partner
performance feedback

Operationalizing the
culture and experiences

Al co-creates and stress-tests potential strategic options, allowing the Architect to focus on the higher-value work of adapting and validating
these scenarios with senior leadership. This shifts the function from reactive, manual analysis to rapid, data-augmented strategic choice, with
the Orchestrator then assembling the people solutions required to execute the chosen path.

Workforce Planning

Talent supply and demand
forecasting

Workforce mix analysis
and planning

Future of work scenario
planning

Al & Automation

Forecasting talent
supply and demand

Modeling workforce
mix and cost scenarios

Analyzing trends and
simulating implications

External Ecosystem

Supplying labor market
data

Sourcing contingent and
gig talent

Producing industry
trend reports

Human Readiness Team

Interpreting plans and
scenarios

Shaping the workforce
mix

Conducting planning
session

Business Embedded

Defining business and
skills needs

Validating final plans
and sequencing

Envisioning future
scenarios

Key elements of workforce planning become a continuous, autonomous process as Al constantly senses labor market shifts and internal talent
flows applied to both the overall talent pool and mission-driven team capability needs. The Architect's role is to interpret these dynamic
forecasts and facilitate scenario planning sessions where leaders make critical decisions about the future workforce composition.

Organizational (&
Work) Design

Mission-driven role
definition

Dynamic talent
assessment and
placement

Work design and flow
optimization

Al & Automation

Profiling roles and
capabilities

Evaluating and
matching skills to roles

Generating work
process redesign

External Ecosystem

Supplying skills and
competency libraries

Offering specialized
assessment tools

Providing lean/agile/Al
workflow design experts

Human Readiness Team

Facilitating role
definition

Orchestrating and

supporting the process

Advising on human-Al
workflow design

Business Embedded

Chartering mission and
roles

Validating talent
placements

Owning workflows and
optimization

Work and team design is no longer a static, top-down process but a generative one, with Al proposing novel workflows for specific missions.
The Orchestrator acts as a design consultant, partnering with mission leaders to adapt and implement these Al-augmented processes to drive

efficiency and innovation.
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Diversity, Equity &
Inclusion

Talent diversification
strategy

Inclusive culture and
equitable systems

Al & Automation

Identifying sourcing
biases

Analyzing mobility and
pay equity

External Ecosystem

Offering specialized
talent sourcing partners

Providing DEI audits and
assessments

Human Readiness Team

Framing diversification
strategy

Setting equitable system
principles

Business Embedded

Making talent and team
composition decisions

Operationalizing
principles

Al's ability to analyze optimal skills composition for the talent pool and missions, as well as identify hidden biases in hiring, mobility, and pay
data provides the objective foundation for DEI strategy. The Architect uses these insights to design more equitable system principles that are
then embedded into the daily behaviors and respectful practices of the entire organization.

Strategic Change
Management

Change management
readiness strategy

Communications and
engagement planning

Change portfolio
management

Al & Automation

Assessing change
readiness

Tailoring audience
messaging

Tracking change
initiatives

External Ecosystem

Providing specialized
change consulting

Supplying creative
agencies

Offering program
management support

Human Readiness Team

Contextualizing change
strategies

Facilitating tools and
communication plans

Governing the overall
change portfolio

Business Embedded

Owning and sponsoring
change

Delivering
communications

Prioritizing change
initiatives

Managing the organization's change portfolio becomes a data-driven discipline, with the Architect governing the overall pipeline of initiatives.
The Navigator then leverages this clarity to provide targeted communication and coaching tools, enabling leaders to own and sponsor their
specific changes effectively.

Digital Transformation

Digital adoption and value
realization

Culture of digital and Al
fluency

Al & Automation

Assessing and tracking

digital skills

Personalizing learning
journeys

External Ecosystem
Providing adoption
specialists

Supplying Al training
and upskilling providers

Human Readiness Team

Governing digital-human
readiness standards

Defining culture and
adoption principles

Business Embedded

Driving local adoption
and value realization

Owning fluency
through day-to-day
work

The focus of digital transformation shifts from simply implementing technology to building a pervasive culture of digital and Al fluency that
changes how people approach problems and create value. While the Architect defines the enterprise principles and governance, fluency
development is driven across the workforce through day-to-day practice, supported by personalized, Al-driven learning.

Recruiting Strategy &
Talent Access

Talent ecosystem
cultivation

Candidate experience and
brand building

Strategic talent screening
and selection

Al & Automation

Sourcing and vetting
across platforms

Personalizing candidate

communications

Conducting preliminary

candidate screening

External Ecosystem

Supplying niche
recruiting partners

Providing branding and
marketing agencies

Offering assessment
and psychometric tools

Human Readiness Team

Curating and nurturing
the sourcing ecosystem

Crafting the experience
strategy and journey

Facilitating the ongoing
selection process

Business Embedded

Leveraging the talent
ecosystem

Delivering the
candidate experience

Making selection
decisions

The function moves from transactional recruiting to strategic ecosystem design. The Architect curates a diverse network of external talent
partners and platforms, while Al automates initial sourcing and screening, allowing hiring managers to focus on high-quality interactions and
making the final selection decisions. The Orchestrator actively partners with team leaders to identify optimal team composition.

Human Readiness: a new operating system for the Al-powered organization | 12



Total Compensation Al & Automation

Compensation philosophy Analyzing market data
and strategy formulating pay models

Guiding decisions in
real-time

Principle-based pay
decisions

Monitoring incentive
effectiveness

Strategic recognition and
incentive design

External Ecosystem

Providing legal and
market data

Supplying benchmarking

data

Offering reward and
recognition platforms

Human Readiness Team

Defining compensation
philosophy

Facilitating decision-
making

Framing the recognition

and incentives model

Business Embedded

Validating the strategy
Making final pay
decisions

Allocating rewards and
recognition

Compensation becomes a decentralized, leader-led practice operating within a centrally designed framework with bands and equity checks.
The Architect sets the philosophy and principles, while leaders are empowered to make pay decisions, guided in real-time by an Al co-pilot

that provides market data and flags equity concerns.

Workplace Wellness Al & Automation

Sensing and analyzing
workplace wellness

Holistic well-being
strategy

Wellness program design Personalizing program

offerings

Wellness outcomes and
optimization

Tracking engagement
and effectiveness

External Ecosystem

Providing wellness
programs

Offering wellness
solution

Advising on specialized
wellness solutions

Human Readiness Team

Crafting the well-being
strategy

Orchestrating the
program portfolio

Review and optimizing
programs

Business Embedded

Modeling and
championing well-being

Localizing wellness
initiatives

Owning personal
wellness

Wellness evolves from a set of standard programs to a personalized, data-driven experience. The Architect designs the overall strategy, but Al
helps tailor offerings to individual needs, and the responsibility for well-being is ultimately embedded with the employee, championed by their

leaders.

Career Development Al & Automation

Workforce capability Analyzing the skills
mapping inventory dynamically

Recommending career
journeys/opportunities

Personalized development
journeying

Intelligent career mobility Matching talent to
opportunities

External Ecosystem

Offering skills
assessment tools

Supplying career
coaching platforms

Connecting talent
marketplace platforms

Human Readiness Team

Framing the workforce
capability model

Outlining career and
development models

Facilitating the mobility
system

Business Embedded

Maintaining worker skill
profiles

Coaching on career
development

Making system-assisted
mobility decisions

Career development is driven by employee agency and enabled by intelligent technology. The Architect designs the internal mobility
frameworks, but an Al-powered marketplace proactively matches employees to opportunities, empowering them to navigate their own

development journeys.
Coaching & Mentoring Al & Automation

Matching coaches and
mentees

Internal coach and mentor
enablement

Generating integrated
coaching insights

Coaching for talent
management activation

External Ecosystem

Providing coach

certification and training

Supplying talent
practices platforms

Human Readiness Team

Guiding coaching role
development

Enabling and supporting

leaders as coaches

Business Embedded

Driving the coaching
model

Activating talent
management programs

The function shifts from providing coaching to establishing a coaching culture. The Navigator is responsible for enabling leaders and
managers as coaches and mentors who then activate people solutions through their day-to-day interactions, a process supported by Al-

generated insights, matching, and impact analysis.
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Leadership
Development

Leadership capability I Generating analysis,

Al & Automation External Ecosystem Human Readiness Team Business Embedded

Providing input on
leadership potential

Framing the leadership
model and principles

Supplying leadership

readiness analysis insights, and feedback assessments

Leadership development Personalizing learning Connecting content and Orchestrating core Owning leadership

experience design journeys experience providers experiences development
Leadership pipeline Identifying high Integrating leadership Defining leadership Activating leadership
development potentials development tools pipeline strategy mobility

Leadership development involves dynamically enriched learning experiences that benefit from Al generated insights. The Architect defines the
core principles and signature experiences, leveraging a mix of formal and experiential development to build a robust leadership pipeline. The
dynamic nature of mission-driven teams creates a rich environment to continuously apply and develop leadership skills in real-world contexts.

Learning &

Al & Automation
Development

Monitoring learning
impact

Outcome-based learning
strategy

Personalizing learning
experiences

Continuous learning
culture

Recommending root
cause solutions

Business-led performance
consulting

External Ecosystem

Supplying L&D
platforms and experts

Enabling learning
communities

Sourcing niche
performance experts

Human Readiness Team

Integrating the learning
strategy and ecosystem

Modeling the learning
culture

Facilitating consulting
capability building

Business Embedded

Selecting and allocating
learning experiences

Owning the learning
journey

Diagnosing team's
needs

The L&D function is reframed as a performance consulting capability embedded in the business. Rather than delivering training, leaders are
equipped by the Navigator to diagnose their own team's performance issues, with Al helping to recommend targeted, just-in-time,

dynamically generated learning solutions.

Performance Al & Automation

Management

Dynamic goal setting Cascading and aligning
goals

Guiding leader
feedback in real-time

Continuous coaching and
feedback

Identifying calibration
groups and inequalities

Equitable performance
calibration

External Ecosystem

Supplying goal setting
(OKR) platforms

Providing feedback and
recognition tools

Connecting calibration
and performance tools

Human Readiness Team

Defining the goal setting
framework

Designing the coaching-
based feedback model

Framing the talent
review scheme

Business Embedded

Confirming specific
goals

Owning giving and
providing feedback

Executing talent review
and calibration sessions

The typical review cycle shifts to a continuous, data-led feedback loop. The Architect designs the outcome-based framework, but the process
is owned by teams and leaders who are supported by Al co-pilots for objective assessment and data-led calibrations. This approach ties
measurable outcomes to mission-driven team performance and worker career advancement.

Succession

Management Al & Automation

Succession pipeline risk Analyzing pipeline gaps

assessment

Successor readiness and
development planning

Tailoring readiness plans
and knowledge transfer

External Ecosystem

Sourcing external talent
pipelines

Providing executive
coaches

Human Readiness Team

Triggering risk model
actions

Revisiting readiness and
development plans

Business Embedded

Validating critical roles
and capabilities

Making succession and
mobility decisions

Succession management becomes a dynamic risk assessment of the organization's leadership pipeline across levels and is fully integrated with
workforce planning. The Architect owns the process of identifying systemic risks, while the Navigator supports leaders in defining successor
development plans and knowledge transfer, enabled by Al that tailors readiness and transition planning to role-specific requirements.
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Executive Transitions

New leader impact
planning

Leadership support
ecosystem design

Al & Automation

Analyzing stakeholder
and team data

Mapping stakeholder
networks (int/ext.)

External Ecosystem

Supplying executive
transition coaches

Connecting peer
networks

Human Readiness Team

Enabling tools and
providing guidance

Advising on leader
ecosystem design

Business Embedded

Owning the transition
plan

Owning leader
ecosystem integration

The Human Readiness function acts as an enabler for a new leader's success, rather than a manager of their onboarding. The Navigator
provides the tools and guidance for impact planning and team assessment, but the new leader is ultimately responsible for designing and
building their own transition plan and supporting ecosystem.

HR Metrics &
Reporting

Embedded workforce
analytics

Outcome-based KPI
framework definition

Al & Automation

Generating integrated
insights

Analyzing outcome
correlations

External Ecosystem

Connecting data
visualization platforms

Supplying benchmarking
data

Human Readiness Team

Creating human
readiness narratives

Integrating the KPI
framework

Business Embedded

Actioning data-driven
insights

Owning leader and
team KPIs

Static dashboards are replaced by a conversational, on-demand analytics model. The Architect selects the outcome-based KPI frameworks,
and leaders and the Human Readiness team interact with data by asking natural language questions of an Al, which provides instant insights

and narratives.

HR Operations &
Administration

Compliance, policy, and
audit management

Workforce contracting
management

Onboarding and
offboarding operations

Payroll and benefits
administration

Workforce data
management

Employee inquiry and
support

Employee relations
investigations

HR technology and
systems administration

Workplace health and
safety management

Al & Automation

Monitoring compliance
in real-time

Generating and
tracking contracts

Enabling a frictionless
experience

Managing payroll and
benefits enrollment

Integrating and
validation data

Serving as autonomous
support agent

Assembling case
chronology

Updating and
monitoring systems

Reporting and tracking
incidents

External Ecosystem

Supplying legal and
audit firms

Providing contract
management platforms

Connecting background
check vendors

Sourcing benefits brokers
and payroll providers

Delivering HRIS/HCM
platform providers

Furnishing support
platform vendors

Conducting third-party
investigations

Managing HRIS/HCM
platform support

Engaging safety
consultants and auditors

Human Readiness Team

Defining compliance and
regulatory framework

Overseeing workforce
contracting systems

Orchestrating the
experience

Framing the payroll and
benefits strategy

Governing the data
model

Escalating complex
issues

Establishing employee
relations principles

Integrating HR tech
ecosystem

Setting the safety
framework

Business Embedded

Adhering to compliance
rules

Specifying workforce
contracting needs

Owning team member
onboarding

Leveraging self-service
tools

Stewarding data with
system checks

Utilizing self-service
tools

Handling low-level
issues with guidance

Supporting
Infrastructure via IT

Following safety rules

Most eligible administrative and transactional work is shifted to Al-enabled self-service or accessed from the ecosystem, while sensitive
actions and exceptions remain under the purview of the Human Readiness team. The Architect owns the governance frameworks and
strategic vendor relationships, while Al agents and external partners handle the execution of tasks like payroll, inquiry support, and contract
management under defined escalation protocols.

Source: Wowledge'’s integrated catalog of strategic programs and practices.
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While this distribution of work may seem to challenge conventional wisdom, it reflects where work is already moving. Our analysis
confirms that 65% of organizations report that people management operations are increasingly owned by business leaders and
managers. The Human Readiness operating system formalizes this trend, building capability directly into the line and
supplementing it with a critical new form of enablement: strategic orchestration and specialized expertise in redesigning work for
human-Al collaboration. The result is a leaner, more agile structure that accelerates decision-making where the work happens.

However, this transformation creates a critical dependency. Our research highlights a significant "Enablement Gap" where
leaders are assigned operational responsibility without the necessary infrastructure to execute. Therefore, success is contingent
on a relevant investment in building leader proficiency and providing them with robust, intelligent tools. This investment is
critical: as technology inevitably absorbs more administrative tasks and complex knowledge work, only a structured approach
ensures that leaders are empowered by this evolution rather than overwhelmed by it.

Adapting the model to your organization's scale

The Human Readiness operating system is not a rigid, one-size-fits-all structure but a flexible design. Its core principles are
universal: a lean internal team, an "access vs. own" approach to expertise, and a focus on enabling the business. However, the
application and deployment of the Architect, Orchestrator, and Navigator roles will naturally vary by organization size,
complexity, and operating model.

As scale increases, the model transitions from role-blending to role specialization and from centralized coordination to a hybrid
structure in which governance remains enterprise-level while execution is distributed closer to the work. Across all stages, the
Architect operates at the enterprise level to set direction and guardrails. The Orchestrator operates close to execution to
redesign work and enable delivery. The Navigator operates closest to leaders and teams to strengthen decision quality,
adoption, and local capability.

For small businesses (<250 employees)

At this scale, the model is more about mindsets and "hats" than formal roles. A single leader, often a COO, Head of People, or a
fractional executive, embodies all three functions. The organization's effectiveness depends on its agility and ability to leverage
external expertise, making the principles of this model highly relevant even if implemented informally. The primary focus is on
establishing foundational governance and "good enough" practices that can scale.

Considerations for this stage:

e Role blending: The Architect, Orchestrator, and Navigator functions are typically combined into a single leadership role.

e  Maximum ecosystem reliance: Operational and implementation support is sourced from an external ecosystem rather
than internal headcount. This includes using service partners like PEOs for administration and engaging fractional
specialists for complex needs.

e  Pragmatic solutions: Expertise and standardized frameworks are accessed from on-demand enablement platforms.
This provides leaders with simple, actionable guidance on leveraging best practices to solve people-related challenges.

e Direct leadership coaching: Senior leaders are directly involved in shaping the culture and coaching managers,
performing much of the Navigator role themselves.

For medium-sized businesses (250 - 2,000 employees)

This is the growth stage where the three roles begin to emerge as distinct members. As the organization scales, formalizing processes
and ensuring consistency becomes critical. The Human Readiness framework provides a structure to manage this growth without
building a bloated, bureaucratic function. The focus shifts from informal practices to building a scalable operating system.
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Considerations for this stage:

e  Emergence of specialized roles: The organization can now sustain dedicated individuals in each of the three core roles,
though one person might still cover multiple functions initially.

e  Formalizing the ecosystem: The ad-hoc use of consultants shifts to an intentionally curated network of partners,
formally managed by the Architect.

e  Scaling leader capability: The Navigator role becomes critical not just for ensuring consistency, but for actively
preventing leader burnout by providing the coaching and simplified tools needed to manage growing teams
effectively.

e Technology platform investment: This is the stage at which investing in an intelligent people-technology stack is
crucial to enabling the model to function efficiently. This investment depends on reliable underlying data and clear
governance to avoid technology-driven scaling inconsistencies.

e Targeted reskilling: Development begins with role-based learning paths and guided practice, piloted in priority groups
and reinforced through repeatable playbooks and just-in-time enablement.

For large enterprises (>2,000 employees)

In a large enterprise, the Human Readiness operating system is fully formalized and can be deployed in a hybrid federated
manner to maintain agility within a complex global structure. The scale allows for a more sophisticated ecosystem of partners
and deeper investment in Al technologies with robust self-service capabilities and embedded analytics. The primary challenge is
driving model adoption and transformation at scale. This requires leaders and teams to operate with a higher tolerance for
ambiguity, faster iteration cycles, and more frequent structural change.

Considerations for this stage:

e Hybrid federated deployment: A central enterprise Architect sets the overall blueprint for consistency and
governance. Orchestrators are typically embedded within major business units to provide extensive, contextualized
support for talent solutions and work design. The Navigator function may be hybrid, with some deployed long-term in
critical areas to build deep relationships, while others operate from a central pool to ensure self-service proficiency
and provide on-demand coaching across the enterprise.

e Sophisticated ecosystem management: The Architect manages a complex portfolio of global and local ecosystem
partners, requiring advanced vendor management and integration skills.

e Relevant specialization within roles: A large enterprise might have multiple Orchestrators with different business or
operational areas of focus (e.g., one for R&D work design, another for sales force effectiveness, or service delivery).

e Enterprise-grade support systems: At this scale, success depends on robust support structures, such as Al co-pilots,
standardized playbooks, and shared frameworks, that ensure distributed execution is consistent and repeatable.

e Change management at scale: Implementing and sustaining this model requires a significant and deliberate change
management effort, sponsored at the highest executive levels.

e Evolving Centers of Excellence: COEs shift toward modular, outcomes-based hubs that blend internal capability nodes
with selectively accessed ecosystem expertise, preserving depth where needed while reducing centralized bottlenecks.

At scale, specialization remains essential, but the delivery model becomes more flexible. Some domains may remain anchored in
formal COEs, while others move toward lighter internal coverage augmented by on-demand expertise and structured
enablement platforms. This expands access to deep support without requiring every domain to be permanently staffed or
centrally executed.

In large organizations, the transition to this operating system is a phased evolution. HR Business Partners and COE specialists
will likely operate alongside emerging Architect, Orchestrator, and Navigator roles as responsibilities are redistributed and new
practices take hold. The existing team becomes a natural talent pool for the new model, allowing incumbent staff to migrate
into new roles based on their assessed capabilities. This gradual integration and intentional reskilling are central to sustaining
adoption without disrupting delivery.
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What it means for HR practitioners

This new model has two fundamental implications for practitioners: it redefines what they are accountable for and reshapes
their professional identity. It also confronts a practical paradox that many HR teams already face in execution: the function is
expected to lead enterprise transformation while simultaneously transforming itself under constrained time, capacity, and
credibility. Human Readiness addresses this by steering practitioners away from trying to shoulder transformation through
headcount and effort, and toward building on a transition already underway, formalizing distributed execution that business
leaders are adopting, and making it durable through clear standards, technology, and accessed expertise.

Shifting the focus to tangible outcomes

Transitioning to the Human Readiness operating system requires a reorientation from managing internal processes to delivering
tangible outcomes that demonstrate the organization's readiness to compete. To earn a strategic role, practitioners must
measure their contribution against a clear set of objective metrics that prove the enterprise is prepared for future challenges.
This outcome-based orientation directly connects the work of the Architect, Orchestrator, and Navigator to building a resilient
and future-ready organization.

e  Business Outcomes: At the highest level, the function must be accountable for influencing core business outcomes
that signal market readiness. Work must contribute directly to top-line revenue growth and bottom-line net income.
Practitioners must articulate how investments in organizational capabilities and the overall operating system will
directly impact the company’s market share.

e  Operational Outcomes: On a functional level, work is judged by its impact on key operational outcomes that reflect an
organization's readiness to execute. This includes demonstrating how optimizing human-Al workflows improves
output volumes, process efficiency, and service quality. Value is measured by contributions to core metrics such as
sales growth, customer satisfaction, and the ability of leaders to manage investments and drive innovation.

e Talent Outcomes: Driving specific talent outcomes is the most direct indicator of workforce readiness. The focus
moves to elevating overall performance, ensuring the rapid formation of mission-driven teams, and maintaining the
long-term health of the talent pool. Success is measured by quantifiable improvement in workforce experiences that
strengthen access to talent, engagement, and retention, while maintaining cultural coherence during change.

Adopting a new professional identity

Stepping into the Architect, Orchestrator, and Navigator roles requires a different approach to professional enablement. Success
depends less on personally owning every domain of expertise and more on the ability to access, evaluate, and apply specialized
knowledge on demand. It requires a mindset shift from being the source of answers to being a disciplined designer and user of
systems that amplify judgment. Credibility stems from the ability to critically evaluate inputs from multiple sources, including Al
recommendations and expert-vetted frameworks, and translate them into decisions that fit the organization’s context.

Enabling access to the new Human Readiness operating system

Traditional learning approaches are too slow to equip professionals for these new roles, necessitating a more dynamic,
technology-enabled approach. Practitioners require access to centralized intelligence hubs that serve as gateways to proven
frameworks, implementation guidance, and role-specific tools. For these resources to be credible, their value must reflect real-
world execution experience. This requires a constant human-in-the-loop approach, where seasoned experts validate content
quality and applicability, ensuring Al functions as an accelerator of judgment rather than a substitute for it.

A related challenge is navigating the fragmented ecosystem of technology and service providers. To overcome this,
practitioners need a way to strategically curate this ecosystem through a form of centralized, unbiased intelligence that maps
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vendors to specific business needs and vets them for quality. Such curation saves critical time and mitigates decision-making
risk, allowing the team to confidently select the best-fit solutions from the market.

Getting started on the journey

For most organizations, the transformation represents a multi-year journey. Given the persistent pressure to optimize costs
while increasing strategic impact, the most effective way to begin is not with a large-scale reorganization, but with a pragmatic,
phased approach that builds momentum and delivers value at every stage. A deliberate change management effort must guide
this entire journey.

This transformation cannot succeed as a siloed HR initiative. It requires two foundational prerequisites before the journey can
begin: unwavering executive sponsorship from the CEO and CFO, and a clear, high-stakes business problem to solve. The new
operating system must be positioned as a critical lever for executing core business strategy, not as an internal HR improvement
project.

A pragmatic, staged approach:

¢ Wave 1 (consolidate and create capacity): The first phase is not about new initiatives, but about a strategic
consolidation of the current state. The objective is to conduct a thorough review of all existing vendors, technology,
and low-value work to identify and eliminate redundancies and establish the governance for what is automated versus
retained. This initial rationalization is critical: it can generate the necessary fiscal savings and free up the human
capacity required to fund the more strategic work of the transformation, minimizing the need for net-new budget.

¢  Wave 2 (pilot and validate): The second phase uses the capacity created in Wave 1 to pilot the new operating system
in a targeted way. This involves launching the Orchestrator and Navigator roles to partner with a specific business unit
or embed with a strategic mission team to redesign complex work and build leader proficiency. The focus is on solving
a specific business friction to generate clear proof points and build a compelling business case for the new approach.

¢ Ongoing Waves (iterate and scale): Unlike a traditional large-scale rollout, the subsequent stage is not a single project
but a process of continuous expansion driven by business demand. Based on the success of the pilots, the model is
scaled by embedding the new roles and ways of working into the business areas with the most critical needs or the
greatest potential for impact. This agile approach allows the transformation to adapt as the business evolves.

The entire journey should be governed by a core principle: scale only when outcomes, trust, and equity improve. Progress between
these stages should be managed through clear decision gates based on tangible metrics. Each step must deliver measurable value,
ensuring the transformation remains primarily self-funding by reinvesting realized efficiencies into future growth.

Seizing the moment

Al is set to automate the administrative and transactional work that has historically consumed Human Resources' capacity,
while simultaneously absorbing increasingly complex knowledge work. This is not a threat to the function's existence, but an
unprecedented opportunity for evolution. Seizing it requires a disciplined approach: automating repetitive work, accessing
specialized expertise, and systematically embedding people operations into the business, all while retaining strict human
accountability. This strategic distribution frees practitioners to become the Architects of the organizational operating system,
the Orchestrators of high-impact work, and the Navigators of human capability. The future of Human Readiness will be
determined not by what Al replaces, but by those who harness this transition to redesign not just the function itself, but the
very nature of value creation across the enterprise.
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