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Executive summary

Imagine a world where HR is no longer a 
department you visit — it is an 
intelligent layer woven into the fabric of 
every workday, invisible yet 
omnipresent, predictive yet deeply 
human. This is not science fiction. This 
could represent the next decade of HR 
technology.

The confluence of Artificial Intelligence, 
agentic systems, digital twins, skills-based 
economics, and ambient computing is 
fundamentally rewriting the rules of how 
organisations attract, develop, and retain 
talent. The HR function is at the epicentre of 
this transformation.

This thought leadership — HR Tech: Beyond 
Imagination — is a compass for CHROs, HR 
leaders, and SAP SuccessFactors practitioners 
who are building the HR organisations of 
tomorrow. It explores ten interconnected 
future themes and a future-ready HR 
technology framework, each examining how 
the future could look, the potential benefits it 
could deliver, and the role of human 
judgement in an AI-augmented world.

The chapters ahead are not predictions alone 
— they are a call to action. Transformation 
described here has a foundation in 
technologies available today. Organisations 
that begin building now may be better 
positioned to navigate the coming disruption 
and shape its direction.
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The journey ahead

The four phases in detail

01
Phase 1
Assist
AI supports HR with data 
and automation 

02 03 04
Phase 2
Augment
AI enhances leaders’ 
and managers’ decisions

Phase 3
Autonomous
AI runs large parts of HR 
operations

Phase 4
Embedded
HR blends into the fabric 
of everyday work

• Phase 1 — AI assists HR teams with data 
and automation. Repetitive transactions, 
reporting cycles, and compliance checks 
are handled autonomously, freeing HR 
professionals to focus on higher-value 
work

• Phase 2 — AI augments decisions for 
leaders and managers. Predictive 
insights, talent recommendations, and 
risk signals are surfaced in the flow of 
work, helping make people decisions 
more informed

• Phase 3 — AI autonomously runs large 
parts of HR operations. Agentic systems 
handle talent processes — from hiring 
pipelines to career development — with 
reduced human intervention

• Phase 4 — HR disappears into the very 
fabric of work itself. The function is not 
replaced; it is elevated. HR intelligence 
is embedded across workflows, 
conversations and decisions — invisible 
and omnipresent.

Imagine a world where your next promotion 
is informed by simulations and 
recommendations generated from your work 
patterns, learning velocity and future 
potential — helping leaders make more 
informed talent decisions.

From automation to autonomy: The four phases of HR's transformation
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Cognitive HR: 
When systems begin to think1
From workflow automation to intelligent, reasoning HR entities

What if your HRIS did not wait for you to ask? What if it told you — before you 
knew to wonder — that a key engineer is quietly disengaging, that a team 
restructure may create a retention risk in three layers, and that your next 
acquisition may create a skills surplus in five business units?

01

How the future could potentially look

02 03 04
Reasoning 
systems
AI simulates the 
ripple effect of 
people decisions 
— from 
promotions to 
restructures — 
before it is 
made.

Predictive 
intelligence
Talent risks 
surfaced 6–18 
months before 
they materialise 
— burnout, 
attrition, and skill 
gaps caught 
early.

Prescriptive 
guidance
AI recommends 
a suitable next 
action; humans 
decide with 
contextual clarity 
and scenario 
confidence.

24/7 CHRO 
copilot
Managers could 
have access to 
an AI advisor that 
knows the 
organisation, 
available at every 
decision 
moment.

By 2030, HR systems could transcend their role as data repositories and become active 
reasoning entities — cognitive copilots that simulate, predict, and advise alongside 
human leaders. These systems could move beyond automating forms and may support 
more advanced organisational reasoning, running thousands of micro-simulations per 
second to evaluate the impact of every people decision.

Imagine asking: ‘If I promote Priya to VP of Engineering, what happens to team 
cohesion, attrition risk, and succession depth across three leadership layers?’ The 
system responds in seconds with probability-weighted scenarios, risk flags, and 
recommendations — complete with key assumptions and areas where it defers to 
human judgement.

These cognitive entities operate across three tiers: Descriptive (what is happening), 
Predictive (what could happen), and Prescriptive (what should we do). They ingest 
structured HR data and unstructured signals — meeting cadence, collaboration patterns, 
communication tone — to build a living understanding of organisational health.
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The transformation could potentially deliver impact across five dimensions: Productivity, Work, Culture, 
Creativity, and Growth.

Faster decision-making through AI scenario 
simulation

Manager confidence elevated with real-time 
data backing

Talent risks could be identified earlier Strategic HR grounded in scenario modelling, 
not intuition

Consistent, bias-aware decision support across 
managers

Continuous learning loops improve AI accuracy 
over time

Reduction in costly reactive HR interventions Cross-functional insights at scale

As cognitive systems absorb the analytical burden, HR professionals shift from data processors to 
'decision architects' — focusing on the ethical considerations, cultural nuances, and relational 
dimensions of people decisions that only humans can frame with true contextual wisdom.

The HR Business Partner evolves from report-runner to strategic advisor, using AI-generated insights as 
the foundation for high-stakes C-suite conversations. The ability to challenge AI reasoning could 
become one of the most valuable human skills in this era — knowing when a simulation is missing a 
cultural variable that data simply cannot capture.

1
Decision architects
HR frames the right 
questions — the ethical 
considerations, cultural 
nuances, and relational 
dimensions no simulation 
can capture.

2
AI challengers
Humans who know when 
a recommendation is 
statistically sound yet 
culturally wrong — and 
have the authority to 
override it wisely.

3
Strategic advisors
HRBPs use AI-generated 
insights as the foundation 
for high-stakes C-suite 
conversations, not as a 
replacement for their 
judgement.

Potential benefits to organisations and people

Human focus: more strategic and valuable work
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01 02 03

Advanced 
workforce 
analytics and 
planning
Foundational data 
modelling and 
scenario simulation

Conversational AI 
copilot
Conversational AI 
interface embedded 
across HR systems 
and daily workflows

Predictive analytics
Real-time attrition, 
performance, and 
engagement risk 
signals

04

Enterprise 
integration and 
innovation 
platform
Custom AI model 
deployment and 
cross-system data 
orchestration.

05

Core HR system of 
record
Single source of 
truth for 
organisational 
hierarchy and 
workforce data

06

Continuous 
performance 
management
Real-time signal 
capture beyond 
annual review 
cycles

HR tech fundamentals to enable this today
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The transition to Cognitive HR fundamentally redefines the CHRO's value proposition. The function is no 
longer measured by the quality of its reports — it is measured by the quality of its AI governance: the 
frameworks that determine when AI reasoning can be trusted, when it must be challenged, and when 
human judgement must prevail regardless of what the algorithm recommends.

CHROs who invest in organisational AI literacy may be better positioned to distinguish a statistically 
sound recommendation from a culturally tone-deaf one. That discernment — human, contextual, and 
irreplaceable — is what transforms AI from a tool into a genuine competitive advantage that cannot be 
commoditised.

CHRO role 
evolution

CHRO's strategic evolution

Today

Analytics consumer — 
waiting for periodic reports 
and survey results to 
inform HR decisions after 
the fact

Evolves to

AI governance architect — 
designing the ethical 
frameworks, trust 
boundaries, and human 
override protocols for 
intelligent HR systems

Strategic 
imperatives

01 

Define AI decision 
authority 
Establish which HR 
decisions can be AI-
assisted and at what 
confidence threshold 
action should be taken 
without human review

02 

Elevate data quality as a 
CHRO priority
AI reasoning is only as 
trustworthy as the data 
that powers it; this is a 
strategic investment, not 
an IT function

03

Build AI literacy across 
HR and leadership 
The ability to challenge AI 
reasoning is the 
irreplaceable CHRO 
competency of the next 
decade

The strategic 
vision

A CHRO who governs an 
HR function that reasons, 
predicts, and advises 
continuously — setting the 
ethical boundaries and 
trust frameworks that 
keep AI both powerful and 
accountable, while human 
wisdom makes every 
consequential decision 
with confidence.
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The digital twin employee2
A living AI mirror of every person in your organisation

Your best employee is about to leave. You just do not know it yet — but their 
digital twin does. The twin has noticed a six-week plateau in skill growth, a decline 
in cross-team collaboration, and three professional social media profile updates in 
the past month. The system quietly alerts their manager. The resignation never 
happens.

01

How the future could potentially look

02 03 04
Living skill 
profile
A real-time 
computational 
model of every 
employee's 
skills, 
aspirations, 
patterns, and 
learning velocity 
— updated daily.

Decision 
simulation
Test promotions, 
project 
assignments, 
and team 
changes on The 
digital twin 
before any real-
world action is 
taken.

Career 
forecasting
Help predict 
employee career 
trajectories 3–5 
years ahead, 
personalised to 
their unique 
starting point.

Employee-
owned 
intelligence
Employees 
interact with 
their own twin — 
exploring paths, 
stress-testing 
aspirations, and 
understanding 
their potential.

Employees could have access to a real-time AI-powered digital twin — a continuously 
updated computational model representing their skills, aspirations, performance 
patterns, collaboration tendencies, learning velocity, and career trajectory. This twin is 
not a static profile; it is a living data entity that evolves every day alongside the real 
person.

The digital twin serves as a simulation environment for people decisions. Before 
assigning a critical project, a manager can run a simulation to understand how an 
employee may likely perform in a cross-functional leadership role — with interventions 
recommended to increase likelihood of success.

For retention, the twin detects early disengagement signals invisible to the human eye. 
For succession, leadership transitions are rehearsed on digital twins before any real-
world action. Critically, the twin is co-owned by the employee — they explore career 
paths and understand their potential through an AI lens free from social anxiety.
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The transformation could potentially deliver impact across five dimensions: Productivity, Work, Culture, 
Creativity, and Growth.

Precision succession with simulated outcomes Employees empowered by data on their own 
potential

Early detection of flight risk before it crystallises Internal mobility accelerated via skill-to-role 
matching

Hyper-accurate personalised learning 
recommendations

Scenario-tested project team assembly

Bias could be reduced in talent assessments Leadership pipeline visible 3–5 years ahead

Digital twins do not replace human relationships — they deepen them. When a manager has deeper 
insight into what a team member may need to flourish, conversations become more purposeful. 
Coaching becomes personalised. Time previously spent 'figuring people out' is redirected toward 
genuinely connecting with them.

HR professionals evolve into 'Twin Architects' — ensuring data models are ethically calibrated, that 
employees understand and trust their twins, and that AI recommendations are interpreted with the 
emotional intelligence only humans possess. The twin tells you the what; a skilled HR leader tells you 
the how and why.

1
Twin architects
HR professionals help 
ensure digital twins are 
ethically calibrated, trusted 
by employees, and 
interpreted with emotional 
intelligence.

2
Authentic connectors
Managers, freed from 
'figuring people out,' 
invest that energy into 
genuinely connecting — 
making every conversation 
more purposeful.

3
Insight translators
The twin reveals the what. 
A skilled HR leader 
provides the how and the 
why — converting data 
signals into meaningful 
human action.

Potential benefits to organisations and people

Human focus: more strategic and valuable work
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01 02 03

Unified employee 
profile
Foundational layer 
for skills, goals, and 
career history

Skills management
AI-powered skills 
inference from work 
patterns and 
certifications

Continuous 
performance 
management
Real-time signal 
collection beyond 
annual cycles

04

Succession and 
development
Pipeline visibility, 
readiness 
assessment, and 
career simulation

05

Unified people 
data platform
Integrating external 
labour market data 
with internal talent 
profiles

06

Enterprise 
integration and 
innovation 
platform
Digital twin model 
hosting and API-
driven employee 
interaction 
interfaces

HR tech fundamentals to enable this today
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Managing Digital Twins requires the CHRO to develop a governance competency that did not previously 
exist: ensuring that AI models of human beings are ethically designed, transparently governed, and 
experienced by employees as empowering rather than surveilling. The framework the CHRO builds here 
could define employee trust in HR technology for a generation.

The CHRO's greatest strategic opportunity in The digital twin era is genuine equity of insight. When 
potential is data-driven and visible, the historical privileges of the well-connected are exposed and 
corrected. Every employee — regardless of level, location, or relationship capital — receives equal 
access to intelligence about their own growth trajectory.

CHRO role 
evolution

CHRO's strategic evolution

Today

Talent guardian — relying 
on manager intuition and 
annual review cycles to 
assess potential, identify 
flight risks, and guide 
succession decisions

Evolves to

People intelligence 
steward — governing AI-
driven models that provide 
continuous, data-grounded 
insight into every 
individual's skills, 
trajectory, and wellbeing

Strategic 
imperatives

01 

Establish consent and 
ethics frameworks 
Employees must 
understand, trust, and 
genuinely co-own the AI 
models that represent 
their careers and potential

02 

Train HRBPs to interpret 
twin data with human 
wisdom 
The twin reveals the what; 
skilled HR leaders 
determine the how and 
why of every intervention

03

Use twins to 
democratise talent 
decisions 
Replace the politics and 
bias of traditional 
succession with 
transparent, data-driven, 
consistently fair 
assessment

The strategic 
vision

A CHRO who ensures 
employee potential is 
seen, understood, and 
actively developed — 
through an ethical, 
continuous, employee-
owned AI system that 
makes exceptional talent 
management the default, 
not the executive 
exception.

© 2026 KPMG Assurance and Consulting Services LLP, an Indian Limited Liability Partnership and a member firm of the KPMG global organisation of independent member firms affiliated with KPMG International Limited, a private 
English company limited by guarantee. All rights reserved.

12HR Tech | Beyond Imagination



The skills economy: 
Beyond job descriptions3
When organisations stop hiring for roles and start assembling for 
capability

The job description is a relic of the industrial age — a static container designed for 
a static world. In the next decade, the most agile organisations may not have job 
descriptions at all. They may have dynamic skill graphs, and work may assemble 
itself around capability, not title.

01

How the future could potentially look

02 03 04
Skill graphs 
replace roles
Work 
decomposed 
into tasks, tasks 
matched to 
skills, and skills 
matched to 
people — 
automatically, in 
real time.

Dynamic team 
assembly
When a priority 
emerges, a 
suitable team is 
assembled from 
across the 
enterprise based 
on live skill data.

Internal 
opportunity 
markets
Projects, gigs, 
and mentoring 
roles posted 
where the most 
skilled — not 
most senior — 
win the 
opportunity.

Skills-first 
hiring
External talent 
evaluated on 
verified skill 
signals — real 
project evidence, 
peer ratings, 
assessed 
proficiency.

In the Skills Economy, organisations maintain a continuously updated Skills Graph — a 
living map of every capability in the workforce, weighted by proficiency, recency, and 
verified application. Work is decomposed into tasks, tasks matched to skills, and skills 
matched to people — automatically, in real time.

Employees no longer have fixed job descriptions. They have Skill Portfolios — dynamic, 
market-benchmarked, AI-verified profiles of what they can do. These portfolios are 
visible to internal opportunity marketplaces where projects, gigs, and stretch 
assignments are continuously posted.

One possible interview question in the future could shift from 'Tell me about yourself' to 
'Show me your skills portfolio'. Hiring could evolve from traditional job-posting 
approaches towards skills-based capability matching, with AI helping organisations 
identify suitable talent from both internal and external talent pools.
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The transformation could potentially deliver impact across five dimensions: Productivity, Work, Culture, 
Creativity, and Growth.

Dramatically faster time-to-capability for new 
initiatives

Continuous workforce skill relevance in 
changing markets

Hidden talent surfaced across the organisation Agile team assembly for strategic priorities

Democratisation of opportunity beyond 
hierarchy and tenure

Employees drive their own growth through 
visible skill gaps

Reduction in external hiring costs through 
internal mobility

Predictive identification of future skill shortages

In the Skills Economy, humans focus on the continuous acquisition and creative application of uniquely 
human capabilities: ethical reasoning, empathy-driven leadership, creative problem-solving, and 
contextual judgement. These are the skills that resist automation — not because they are difficult to 
replicate, but because their value lies precisely in their human origin.

HR professionals become Skills Economy Architects — designing the skill taxonomy, governing the 
opportunity marketplace, and creating learning cultures where continuous skill development is a natural 
behaviour, not an annual obligation. Managers transition from 'resource allocators' to 'skill multipliers.'

1
Skills architects
Designing the skills 
taxonomy, governing the 
opportunity marketplace, 
and building cultures 
where continuous learning 
becomes natural.

2
Skill multipliers
Managers who create the 
conditions where people 
grow fastest, contribute 
broadest, and remain most 
engaged with the work 
that matters.

3
Uniquely human work
Ethical reasoning, 
empathy-led leadership, 
creative problem-solving 
— the capabilities that 
define irreplaceable human 
value.

Potential benefits to organisations and people

Human focus: more strategic and valuable work
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01 02 03

AI-powered skills 
intelligence 
platform
AI-inferred skills 
library with external 
benchmark 
integration

Internal talent 
marketplace
Internal gig, project, 
and mentoring 
assignment platform

AI-curated learning 
platform
AI-curated learning 
journeys mapped to 
individual skill gaps

04

Skills-first 
recruiting engine
Skills-first candidate 
evaluation replacing 
keyword CV 
matching

05

Workforce 
analytics
Skills demand 
forecasting aligned 
to business strategy

06

Conversational AI 
assistant
Conversational skill 
gap identification 
and personalised 
learning 
recommendations

HR tech fundamentals to enable this today
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The CHRO's role in the Skills Economy is the most fundamental redesign of HR architecture in a 
generation. It requires retiring the job description as the primary organisational design unit and 
rebuilding workforce management around a continuously evolving, AI-verified, market-benchmarked 
skills taxonomy. The organisations that make this transition could operate at a fundamentally different 
speed.

The CHRO who succeeds here could build something profoundly valuable: an organisation that knows 
exactly what capabilities it has, can assemble talent against any strategic priority within hours, and 
where every employee can see and own their growth journey in real time. This is not an HR 
improvement — it is a structural competitive advantage.

CHRO role 
evolution

CHRO's strategic evolution

Today

Job architecture manager 
— governing fixed roles, 
grade bands, and annual 
job description updates 
across the organisation

Evolves to

Skills economy architect 
— designing a dynamic 
capability marketplace 
where talent assembles 
around work priorities, not 
titles or hierarchy

Strategic 
imperatives

01 

Retire the job 
description 
Replace it with a living 
skills taxonomy directly 
connected to business 
strategy and continuously 
updated by market 
intelligence

02 

Build an internal 
opportunity marketplace 
Create the infrastructure 
where the most skilled, not 
the most senior, is 
considered for assignments 
and advancement based on 
skills

03

Redefine manager 
success
Shift from 'resource 
manager' to 'skill 
multiplier,' measuring 
leaders by how much their 
team's capabilities grow 
each year

The strategic 
vision

A CHRO who liberates the 
organisation from 
hierarchy-based talent 
deployment — creating a 
transparent, skills-first 
system where suitable 
individuals for work 
opportunities can be 
identified, supported and 
recognised.
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Invisible HR: 
The zero-interface experience4
HR closely embedded in work

The best HR experience is one that employees never notice. Not because HR is 
absent — but because it is so perfectly woven into the rhythm of work that 
interactions are streamlined and needs could be anticipated, and every process is 
ambient. HR becomes the operating system of work, not an application you log 
into.

01

How the future could potentially look

02 03 04
Zero-interface 
access
No logins, no 
portals, no 
forms. HR 
transactions 
happen naturally 
inside the tools 
employees 
already use 
every day.

Embedded in 
daily flows
Leave, feedback, 
compensation 
insights, and 
learning delivered 
inside work chat 
applications, 
collaboration 
tools and email — 
invisibly.

Proactive and 
anticipatory
HR finds the 
employee, not 
the other way 
around. Needs 
could be 
identified 
proactively.

Ambient 
coaching 
moments
Micro-nudges to 
managers and 
employees in the 
flow of work — 
guidance 
delivered at 
appropriate 
moments.

By 2028, forward-looking organisations may largely eliminate the concept of ‘going to 
HR’. Leave requests, benefit queries, performance feedback, and learning 
recommendations could all be delivered proactively inside existing tools — work chat 
applications, collaboration tools, email and voice — without a single portal login.

A manager drafting a message in a work chat application with emotionally charged 
phrasing receives a contextual rewrite suggestion before sending. An employee 
returning from parental leave opens their laptop to a personalised re-onboarding 
experience assembled automatically. Leave is approved or flagged with relevant context 
in a timely manner.

This is not HR automation — it is HR elevation. The function does not disappear; it 
becomes so well-integrated into work that it achieves meaningful impact with reduced 
friction. HR becomes ambient and proactive, present with precision when it matters 
most.
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The transformation could potentially deliver impact across five dimensions: Productivity, Work, Culture, 
Creativity, and Growth.

Near-zero administrative burden for employees Continuous micro-feedback replacing disruptive 
annual cycles

HR compliance achieved passively, not actively Personalised nudges that drive behaviour 
without mandates

Routine HR interactions integrated into daily 
work activities

Reduced HR operational costs through ambient 
automation

Faster decision-making across people processes Higher programme adoption through reduced-
friction access

When HR is invisible, HR professionals focus on what no system can replicate: the complex human 
conversations that shape culture, the ethical dilemmas that require wisdom, and the moments of 
genuine connection that make organisations great places to work.

The HR operational role — form-filling, compliance-checking — is absorbed by intelligent systems. What 
remains is the HR strategist, the culture custodian, the coach, and the change architect. This is not the 
elimination of HR; it is the elevation of HR to its highest and most human form.

1
Culture strategists
HR professionals focus on 
the complex human 
conversations that shape 
culture — the ethical 
dilemmas and moments of 
genuine connection.

2
Change architects
Designing and leading the 
transformation journeys 
that ambient technology 
enables but cannot 
navigate alone — with 
sensitivity and purpose.

3
Authentic coaches
Leaders invest their HR 
energy into genuine 
growth conversations, 
mentoring relationships, 
and purpose-led 
communities of people.

Potential benefits to organisations and people

Human focus: more strategic and valuable work
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01 02 03

Conversational AI 
copilot
Conversational HR 
assistant embedded 
across collaboration 
tools, web, and 
mobile

HR platform 
integrations
In-flow HR 
interactions inside 
collaboration 
platforms

Smart employee 
self-service
AI-assisted 
workflow 
completion with 
smart defaults

04

Mobile-first HR
Push notifications 
for proactive, 
contextual HR 
moments in the 
flow of work

05

Time and 
attendance
Intelligent 
automation with 
exception-based 
human intervention 
only

06

Continuous 
listening
Passive sentiment 
capture without 
disruptive 
standalone surveys

HR tech fundamentals to enable this today
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The Invisible HR CHRO is, paradoxically, the most visible strategic leader in the organisation. By 
eliminating operational HR weight, they create the conditions for HR to do what it was always designed 
to do: build extraordinary people cultures, develop exceptional leaders, and shape the human 
architecture of competitive advantage. Absence of friction is presence of strategy.

CHROs must also redefine how they measure HR success in this model. The key performance indicator 
is not 'number of cases resolved' — it is 'number of employee needs met before they became a case.' 
That shift in measurement represents the cultural mandate that transforms HR from a reactive service 
function into a proactive strategic force.

CHRO role 
evolution

CHRO's strategic evolution

Today

Service delivery manager 
— overseeing portals, 
forms, help desks, and HR 
administrative processes 
that consume significant 
employee and HR team 
time

Evolves to

Ambient experience 
architect — orchestrating 
an HR operating system 
embedded in work that 
employees are supported 
without conscious 
interaction

Strategic 
imperatives

01 

Redesign HR services for 
reduced-friction delivery 
Transactions should be 
accessible within tools 
employees already use, 
without a single portal 
login required

02 

Redefine HR success 
metrics 
Shift from transaction 
volume and response time 
to absence of 
administrative burden and 
invisibility of compliance 
overhead

03

Redirect HR capacity to 
strategic human work 
Hours reclaimed from 
process management are 
invested in culture, 
leadership, and genuine 
people development

The strategic 
vision

A CHRO who redefines 
what HR service means — 
transforming it from a 
function employees are 
forced to visit into one that 
finds them proactively, 
serves them with reduced 
friction, and enables every 
HR professional to focus 
entirely on the human 
conversations that 
machines cannot have.
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Emotion-aware organisations5
Real-time cultural intelligence beyond the annual engagement survey

What if your organisation could feel its own culture — not once a year through a 
survey, but every day, in every conversation, across every team? What if burnout 
was caught in week two, not after a resignation? What if toxic micro-behaviours 
were identified before they calcified into cultural pathologies?

01

How the future could potentially look

02 03 04
Real-time 
sentiment
AI reads 
aggregate 
emotional 
signals from 
collaboration 
patterns — 
collective 
intelligence, not 
individual 
surveillance.

Early warning 
system
Burnout, 
disengagement, 
and toxic 
dynamics 
detected weeks 
before they 
manifest as 
performance 
issues or 
resignations.

Live cultural 
health index
A continuously 
updated multi-
dimensional 
view of 
psychological 
safety, inclusion, 
and 
organisational 
trust.

Ethical and 
consent-
governed
Insights derived 
within a robust 
privacy 
framework — 
anonymised, 
consented, 
governed by 
clear employee 
rights.

Emotion-aware organisations use ethically governed AI to read the cultural temperature 
of the enterprise in real time — not by surveilling individual communications, but by 
detecting aggregate patterns: shifts in meeting tone, changes in response latency, 
declines in cross-team collaboration, and dips in informal social connection.

These systems do not replace human empathy — they amplify it. When the AI detects 
patterns consistent with collective burnout in a business unit, it creates a context-rich 
alert for the HR Business Partner, complete with suggested interventions drawn from 
what has worked in similar historical situations.

Cultural diagnostics become continuous and granular. Instead of asking ‘How are you 
feeling?’ once a year, the system maintains a living Cultural Health Index — updated 
weekly, visible to leaders at every level — enabling proactive culture cultivation rather 
than reactive crisis management.
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The transformation could potentially deliver impact across five dimensions: Productivity, Work, Culture, 
Creativity, and Growth.

Early warning for burnout before it becomes 
resignation

Evidence-based culture interventions replacing 
gut feel

Annual surveys replaced by real-time 
intelligence

Psychological safety measured and actively 
managed

Reduced attrition from emotionally driven 
departures

Inclusive behaviours reinforced through data, 
not policy

Leader accountability for team culture made 
visible

Organisational resilience built through cultural 
awareness

Emotion-aware technology makes leaders more emotionally intelligent at scale. The role of HR leaders 
becomes 'Culture Architects' — interpreting emotional signals with wisdom, designing interventions 
with empathy, and ensuring that data never replaces but always informs the human conversation.

Managers evolve into 'Emotional Conductors' — using AI-generated cultural intelligence as a score to 
guide their leadership style, adjust their communication approach, and create team environments 
where individuals can perform effectively.

1
Culture architects
Interpreting emotional 
signals with wisdom, 
designing culture 
interventions with 
empathy — data informs, 
but humans lead the 
response.

2
Emotional conductors
Leaders use AI-generated 
cultural intelligence as a 
score to guide their 
communication approach 
and team-building priorities

3
Intervention designers
HR professionals translate 
culture data into human-
centred actions that feel 
genuinely caring and 
empowering, never 
surveillant.

Potential benefits to organisations and people

Human focus: more strategic and valuable work
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01 02 03

AI-powered 
continuous 
listening
AI-powered pulse 
surveys with 
sentiment analytics

Enterprise 
experience 
management 
platform
Sophisticated real-
time employee 
experience 
measurement at 
scale

People and culture 
analytics
Culture and 
collaboration 
network analysis 
across business 
units

04

NLP text analysis
Qualitative open-
text analysis for 
deep insight beyond 
ratings

05

Unified people 
data platform
Integrating 
productivity signals 
with engagement 
and culture data

06

DPDP-compliant 
architecture
Consent 
management and 
anonymisation built 
into the foundation

HR tech fundamentals to enable this today
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The evolution from survey administrator to cultural intelligence leader is one of the most significant role 
transformations in this thought leadership. It requires building real-time data literacy within the HR 
function, establishing robust ethical governance frameworks, and fundamentally changing how the 
organisation's leadership talks about, measures, and acts on cultural health.

The CHRO who masters this transition could achieve something that has previously eluded many 
organisations: turning culture from a soft concept into a measurable metric. When the Board reviews a 
Cultural Health Index alongside financial results, HR has permanently earned its seat at the strategic 
table — not as a guest, but as a standing member.

CHRO role 
evolution

CHRO's strategic evolution

Today

Survey manager — 
commissioning annual 
engagement surveys and 
interpreting lagging 
cultural indicators that 
reflect what happened 
months ago

Evolves to

Cultural intelligence leader 
— governing a real-time, 
ethically managed system 
that reads organisational 
emotional health 
continuously and enables 
proactive response

Strategic 
imperatives

01 

Build the ethical 
governance framework 
first 
Consent, anonymisation, 
and employee rights 
should be appropriately 
designed before any 
emotion-aware technology 
is deployed

02 

Translate cultural signals 
into leadership 
accountability 
Real-time intelligence only 
creates value when it 
triggers specific, named 
leader responses and 
interventions

03

Elevate cultural health to 
a Board metric 
Make culture measurable, 
reportable, and governed 
with the same rigour as 
financial performance and 
operational risk

The strategic 
vision

A CHRO who transforms 
culture from an aspiration 
into a continuously 
measured, actively 
managed competitive 
asset — reviewed by the 
Board alongside financial 
results, and for which 
every leader is 
accountable with 
evidence, not just 
intention.
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Self-healing organisations6
Organisational structures that adapt and evolve in real time

The org chart of the future may not be a PowerPoint slide updated once a year. It 
may be a living system — continuously reshaping teams, redistributing workloads, 
and reconfiguring structures in response to business priorities, collaboration data, 
and performance signals, almost entirely on its own.

01

How the future could potentially look

02 03 04
Dynamic org 
structures
Reporting lines, 
team 
compositions, 
and spans of 
control flex 
continuously 
based on work 
demands and 
performance 
signals.

Auto resource 
allocation
Capacity gaps 
and surpluses 
identified 
instantly — skills 
and people 
reallocated to 
priority work 
based on 
business needs.

Collaboration 
intelligence
AI maps which 
teams work 
together 
effectively and 
uses this data to 
assemble well-
connected 
project groups.

Managers as 
orchestrators
Leaders focus on 
vision and 
relationships — 
AI handles 
structural 
administration 
that consumed 
their time 
before.

Self-healing organisations are built on the premise that traditional hierarchies are too 
slow for the pace of modern business. AI continuously monitors workload distribution, 
collaboration effectiveness, skill utilisation, and team performance to recommend — 
and in some cases autonomously execute — structural adjustments.

When a critical project emerges, the system instantly identifies employees in adjacent 
functions with available capacity and the precise skills required, proposes a temporary 
team assembly, pre-fills the role descriptions, and notifies managers — all within hours, 
not the weeks a traditional reorganisation would require.

Span of control could become dynamically adjusted. A manager whose team performs 
autonomously might have their span expanded; a struggling team receives additional 
leadership support. The concept of 'span of attention' replaces 'span of control' — 
leaders measured not by how many reports they have, but by how effectively their 
attention is distributed.
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The transformation could potentially deliver impact across five dimensions: Productivity, Work, Culture, 
Creativity, and Growth.

Structural agility matching the pace of business 
change

Manager bandwidth freed from structural 
management

Improved resource utilisation across the 
enterprise

Talent aligned to priority work

Elimination of structural silos blocking 
collaboration

Succession gaps identified and filled proactively

Faster response to market shifts through team 
reconfiguration

Culture preserved through intelligent, gradual 
reorganisation

When AI manages structural complexity, leaders focus on the non-structural dimensions of leadership: 
setting vision, building trust, navigating ambiguity, and creating conditions where diverse teams do 
their best collaborative work.

HR's role evolves from 'org design' — drawing boxes and lines — to 'organisational health' — ensuring 
structural adaptations preserve culture, that employees experience change as evolution rather than 
upheaval, and that the human dimensions of reorganisation are handled with care.

1
Vision setters
Leaders focus entirely on 
direction, purpose, and the 
organisational aspiration 
that structural AI cannot 
define.

2
Trust builders
Creating psychological 
safety in continuously 
adapting organisations 
where humans need 
reassurance through 
relationship, not process.

3
Organisational healers
HR ensures structural 
adaptations preserve 
culture and feel like natural 
evolution rather than 
disruptive top-down 
mandates.

Potential benefits to organisations and people

Human focus: more strategic and valuable work
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01 02 03

Dynamic 
workforce 
planning platform
Scenario modelling 
for structural 
redesign and 
capacity analysis

Org design and 
succession tools
Real-time 
visualisation of 
structural options 
and talent readiness

Collaboration 
network analytics
Collaboration 
network analysis 
revealing who 
works with whom 
effectively

04

Enterprise 
integration and 
innovation 
platform
Custom 
organisational 
intelligence models 
incorporating 
external business 
signals

05

Continuous 
performance 
management
Input to structural 
effectiveness and 
workload 
recommendations.

06

Conversational AI 
assistant
Conversational org 
design queries and 
real-time what-if 
scenario exploration

HR tech fundamentals to enable this today
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The CHRO who governs a self-healing organisation must master a critical paradox: enabling continuous 
structural change while maintaining the psychological stability that allows people to do their best work. 
The resolution lies in transparency and pace — when employees understand the logic behind structural 
adaptation, and when change is gradual rather than sudden, adaptation becomes evolution.

The most important investment the CHRO makes in this era is in developing leaders who are genuinely 
inspiring rather than structurally effective. In a self-healing organisation, AI handles the structural 
complexity. The irreplaceable human contribution is the vision that gives structure meaning, the 
relationships that make change feel safe, and the culture that makes every evolution feel purposeful.

CHRO role 
evolution

CHRO's strategic evolution

Today

Reorganisation manager 
— owning periodic, 
disruptive structural 
redesign events every 18–
24 months that consume 
enormous leadership 
bandwidth

Evolves to

Organisational health 
steward — governing a 
living structural system 
that adapts continuously, 
guided by AI intelligence 
and human wisdom at 
every transition

Strategic 
imperatives

01 

Build trust in continuous 
adaptation 
Employees must 
understand why structures 
change and how decisions 
are made; transparency is 
the foundation of change 
acceptance

02 

Redefine manager 
development 
Shift from training 
managers to administer 
structures to developing 
leaders who inspire, 
connect, and create vision 
that AI cannot generate

03

Design human 
governance guardrails 
Retain human authority 
over significant 
organisational changes 
even as AI provides the 
intelligence and 
recommendations to 
support them

The strategic 
vision

A CHRO who makes 
organisational agility a 
structural reality — where 
the organisation reshapes 
itself in response to 
business needs as 
naturally as a living 
system, with human 
wisdom ensuring every 
transition preserves 
culture and deepens 
belonging.
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The synthetic workforce
7 When AI agents become your colleagues — with IDs, roles, 

and KPIs

The next hire in your organisation may not be human. They will not have a 
commute or a benefits package. But they may have an employee ID, a role card, a 
set of KPIs, and a manager. The synthetic workforce is not a replacement for 
human talent — it is a radical expansion of what a workforce can be.

01

How the future could potentially look

02 03 04
AI agent 
employees
Autonomous AI 
deployed as 
permanent or 
temporary 
workforce 
members with 
defined roles, 
accountabilities, 
and performance 
metrics.

24/7 operational 
capacity
AI agents execute 
sophisticated 
tasks across 
multiple time 
zones, without 
fatigue and with 
reduced error 
rates.

Human-AI team 
management
Project 
management 
systems show 
human and AI 
team members 
side by side — 
same tools, 
shared goals, 
collaborative 
outputs.

AI collaboration 
score
New KPI 
measuring how 
effectively 
humans leverage 
AI agents — a 
core 
competency in 
the 2030 
performance 
framework.

By 2030, leading organisations may manage a genuinely hybrid workforce: humans 
alongside AI agents — autonomous, role-specific intelligences deployed as permanent 
or temporary workforce members with defined accountabilities. These agents could 
independently execute sophisticated tasks, collaborate with human colleagues, and be 
governed through the same HR systems as the human workforce.

Consider a compliance team managing a regulatory filing project. Alongside the human 
team, three AI agents are deployed: one handles document review and risk 
classification, another manages client communications, a third maintains the 
compliance dashboard — all working 24 hours a day and appearing in the project 
management system like any other team member.

HR's domain expands to encompass this synthetic workforce. Workforce planning must 
account for human-AI team composition. Performance management must evaluate AI 
agent effectiveness. Onboarding workflows must configure new AI agents into team 
contexts. And ethical governance frameworks must define the precise boundaries of AI 
agent authority.

© 2026 KPMG Assurance and Consulting Services LLP, an Indian Limited Liability Partnership and a member firm of the KPMG global organisation of independent member firms affiliated with KPMG International Limited, a private 
English company limited by guarantee. All rights reserved.

29HR Tech | Beyond Imagination



The transformation could potentially deliver impact across five dimensions: Productivity, Work, Culture, 
Creativity, and Growth.

Unlimited workforce scalability without 
proportional cost

Faster project execution through parallel 
workstreams

24/7 operations across multiple time zones Consistent quality in rule-based and analytical 
tasks

Dramatic reduction in process error rates Workforce cost efficiency through strategic 
human-AI mix

Human talent freed for creative and relational 
work

Competitive advantage through strong AI 
utilisation capability

Managing a synthetic workforce requires unique human capabilities: defining meaningful AI roles, 
calibrating AI autonomy boundaries, identifying when AI output needs human verification, and building 
the organisational trust that allows humans and AI agents to collaborate effectively.

The most valuable human employees become 'AI orchestrators' — directing multiple AI agents, 
curating their outputs, and synthesising machine intelligence with human wisdom to produce outcomes 
neither could achieve alone. This is not a threat to employment; it is a redefinition of what employment 
means.

1
AI orchestrators
Directing multiple AI 
agents, curating their 
outputs, synthesising 
machine intelligence with 
human wisdom to produce 
improved outcomes.

2
Boundary definers
Humans determine where 
AI autonomy ends and 
human oversight must 
begin — the most critical 
governance competency 
of the next decade.

3
Trust architects
Building cultures where 
humans and AI agents 
collaborate with 
confidence, transparency, 
and mutual accountability 
— the new leadership 
frontier.

Potential benefits to organisations and people

Human focus: more strategic and valuable work
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01 02 03

Enterprise AI agent 
orchestration 
platform
Deployment and 
governance of AI 
workforce members 
at enterprise scale

Core HR system of 
record
Extended to register 
and manage AI 
agent profiles and 
KPIs

Workforce 
planning module
Updated to include 
AI agent capacity in 
all resource planning 
scenarios

04

Conversational AI 
interface
The interface 
through which 
human employees 
direct and 
collaborate with AI 
agents

05

AI ethics and 
compliance 
dashboards
Continuous AI agent 
behaviour 
monitoring and 
governance

06

Enterprise AI 
orchestration
Multi-agent 
workflow 
management and 
human-AI handoff 
automation

HR tech fundamentals to enable this today
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The synthetic workforce era presents the CHRO with the most significant governance challenge of the 
decade: how to bring an entirely new class of workforce member — AI agents — under the existing 
frameworks of accountability, performance, and ethical oversight. CHROs who lead this transition 
thoughtfully may help define standards for the profession.

The most important communication task the CHRO faces is cultural: making absolutely clear that AI 
agents are deployed to amplify human capability, not diminish it. Organisations that communicate this 
narrative effectively may find that The synthetic workforce is viewed more positively by employees; 
those that get it wrong may face fear, resistance, and disengagement that may be difficult for AI alone 
to address.

CHRO role 
evolution

CHRO's strategic evolution

Today

Human workforce 
manager — overseeing 
people strategy and talent 
lifecycle for human 
employees, with 
contractors as the only 
non-employee workforce 
category

Evolves to

Hybrid workforce governor 
— extending HR 
accountability to 
encompass AI agent 
employees, their 
performance 
management, ethical 
oversight, and cultural 
integration

Strategic 
imperatives

01 

Extend workforce 
governance to AI agents 
Performance 
management, 
accountability frameworks, 
and ethical oversight must 
apply equally to human 
and AI workforce 
members

02 

Build the cultural 
narrative 
Shape the story that 
positions AI agents as 
team amplifiers, not 
capability replacements, 
before fear fills the 
communications vacuum

03

Design the AI 
collaboration 
competency 
Make human-AI 
orchestration a core 
capability in every role, 
developed and measured 
as rigorously as any other 
leadership skill

The strategic 
vision

A CHRO who leads the 
organisation into the era of 
human-AI collaboration 
with ethical clarity and 
cultural confidence — 
ensuring The synthetic 
workforce amplifies 
human capability while 
every employee feels 
more valued, not less 
relevant.
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Memory-driven organisations
8 Institutional intelligence that survives every resignation, 

retirement, and restructure

Every time a senior employee leaves, a small library burns down. Decades of 
contextual knowledge, hard-won lessons, undocumented decisions, and relational 
wisdom walk out the door. Memory-driven organisations are built to make this 
loss structurally impossible.

01

How the future could potentially look

02 03 04
Automatic 
knowledge 
capture
AI extracts and 
structures 
institutional 
knowledge from 
meetings, 
decisions, and 
retrospectives — 
passively, 
continuously, 
without 
interrupting 
work.

Zero knowledge 
loss
When an 
employee 
departs, their 
expertise 
remains — fully 
preserved, 
indexed, and 
accessible to 
their successors 
from day one.

Accelerated 
onboarding
New hires inherit 
decades of 
collective 
wisdom from 
day one — 
dramatically 
compressing 
time-to-
contribution and 
reducing costly 
mistakes.

Collective 
memory layer
An organisation-
wide wisdom 
graph mapping 
decisions to 
outcomes, 
connecting 
people to 
expertise — 
always 
searchable, 
always current.

Memory-driven organisations deploy AI that captures institutional knowledge 
continuously and automatically — from meetings, decisions, project retrospectives, 
client interactions, and problem-solving conversations — and makes it searchable, 
structured, and permanently accessible across the organisation.

When a senior director announces their retirement after 22 years, the organisation does 
not panic. Their digital knowledge profile — built continuously over their tenure — 
contains decision-making frameworks, client relationship nuances, negotiation patterns, 
and lessons from major successes and setbacks.

At the macro level, organisations develop a Collective Memory Layer — an AI-curated 
knowledge graph that maps decisions to outcomes, connects people to expertise, and 
surfaces the right institutional lesson at precisely the moment it is needed. This is the 
organisational equivalent of long-term memory
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The transformation could potentially deliver impact across five dimensions: Productivity, Work, Culture, 
Creativity, and Growth.

Near-zero knowledge loss on employee 
departure

Decision quality improved by historical context 
access

New hire onboarding supported through access 
to institutional knowledge

Expertise networks surfaced across silos and 
geographies

Elimination of costly repeated problem-solving Competitive advantage from accumulated 
institutional intelligence

Cross-functional knowledge sharing made 
easier

Cultural continuity maintained through 
documented organisational wisdom

When institutional memory is no longer at risk, human effort shifts from preservation to creation — 
exploring uncharted problems, experimenting with novel approaches, and building on a rich foundation 
of what came before.

Senior leaders evolve from 'knowledge holders' to 'knowledge generators.' Their value is no longer in 
what only they know — because that knowledge is now captured and shared — but in their capacity to 
synthesise, challenge, and extend the collective intelligence of the organisation into new territory.

1
Knowledge generators
Freed from preserving 
what already exists, 
humans focus on creating 
entirely new knowledge — 
exploring uncharted 
problems and building 
novel approaches.

2
Wisdom synthesisers
Senior leaders extend the 
collective intelligence into 
new territory rather than 
being its sole custodians 
and bottlenecks..

3
Innovation pioneers
With institutional memory 
secure, teams experiment 
boldly — knowing lessons 
from every failure are 
captured and available to 
those who follow.

Potential benefits to organisations and people

Human focus: more strategic and valuable work
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01 02 03

Enterprise learning 
management 
system
Organised 
repository for 
structured 
institutional 
knowledge and 
learning content 
(already OK if design 
retained)

AI-powered 
knowledge 
extraction tool
AI-powered capture 
from meetings, 
documents, and 
email conversations

Skills management
Mapping expertise 
to individuals, 
creating a live 'who 
knows what' 
directory

04

Succession 
planning
Structured 
knowledge transfer 
protocols triggered 
automatically by 
transition events

05

Enterprise 
knowledge graph 
platform
Enterprise-wide 
knowledge graph 
construction, 
querying, and 
surfacing

06

Productivity suite 
integration
Passive knowledge 
capture from daily 
collaboration tools

HR tech fundamentals to enable this today
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Institutional knowledge loss is one of the most underquantified risks in corporate governance. CHROs 
who begin measuring it — in financial terms that the Board can contextualise — may find it rivals 
operational risk in magnitude and exceeds it in strategic consequence. Making this risk visible is the first 
CHRO imperative in the Memory-Driven era.

The CHRO's mandate is to make the organisation genuinely smarter every single year — not through 
hiring alone, but through the systematic preservation and multiplication of the intelligence already 
within it. An organisation that banks and compounds its learning becomes exponentially more capable 
and resilient over time. This is the ultimate workforce productivity multiplier.

CHRO role 
evolution

CHRO's strategic evolution

Today

Knowledge transfer 
coordinator — managing 
exit interviews and 
documentation drives 
reactively when key talent 
announces departure

Evolves to

Institutional intelligence 
architect — governing 
systems that continuously 
capture, preserve, and 
compound organisational 
knowledge as a 
permanent, growing 
strategic asset

Strategic 
imperatives

01 

Reframe knowledge 
retention as strategic 
risk management
Treat institutional 
knowledge loss with the 
same governance rigour 
as financial, operational, or 
reputational risk

02 

Embed knowledge 
capture in the rhythm of 
work 
It must be continuous and 
passive, not a periodic 
obligation that demands 
additional effort from busy 
employees

03

Make institutional 
memory a Board-level 
metric 
Quantify the knowledge 
asset, track its growth, 
and present it as evidence 
of the organisation's 
compounding intelligence 
advantage

The strategic 
vision

A CHRO who ensures 
everything the 
organisation has ever 
learned — every hard-won 
insight, battle-tested 
decision, and relational 
nuance — survives, 
compounds, and 
accelerates performance 
long after the person who 
generated it has moved 
on.
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Autonomous career navigation
9 AI-powered career guidance that acts like a GPS — not a 

static map

A map shows you where things are. A GPS shows you how to get where you want 
to go — in real time, rerouting when conditions change, accounting for your 
current position and destination. Career development may increasingly resemble 
a GPS rather than a static map — adaptive, personalised and continuously 
evolving.

01

How the future could potentially look

02 03 04
Always-on 
career agent
An AI advisor 
that knows your 
skills, the 
market, and your 
organisation — 
guiding your 
career 24/7, not 
just once a year 
in a formal 
review.

Personalised 
trajectory
A personalised, 
continuously 
updated career 
path built for 
each individual 
— not a generic 
ladder, but a 
bespoke and 
evolving journey.

Market + 
internal signals
Combines live 
labour market 
intelligence with 
internal 
opportunity data 
for career 
decisions 
grounded in a 
broader dual-lens 
perspective.

Democratic 
career access
Every employee 
— regardless of 
level, location, or 
background — 
receives the 
same quality of 
career 
intelligence and 
guidance.

Autonomous career navigation agents may guide employees through their professional 
journeys with a precision that no human manager could sustain. These agents could 
provide employees with additional insights into their skills, career opportunities, and 
relevant labour market trends, while offering personalised guidance that complements 
discussions with managers and mentors.

The agent integrates internal data (performance signals, skill growth, stated aspirations) 
with external data (labour market trends, salary benchmarks, emerging roles, skill 
demand forecasts) to build a continuously updated career trajectory model — a 
recommended sequence of experiences designed to enhance an individual's long-term 
impact and fulfilment.

Perhaps most transformatively, Autonomous career navigation makes career 
development democratic. Today, career guidance is a privilege of seniority and social 
capital. Tomorrow, employees could have access to the same quality of career 
intelligence — delivered by an AI with no bias toward the well-connected.
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The transformation could potentially deliver impact across five dimensions: Productivity, Work, Culture, 
Creativity, and Growth.

Retention dramatically improved through career 
investment visibility

Precision learning aligned to individual career 
trajectory

Talent mobility accelerated across functions and 
geographies

Internal succession pipelines deepened and 
diversified

Democratisation of career development across 
all levels

Employee engagement elevated through 
purpose and growth alignment

Manager bandwidth freed from career planning 
administration

Labour market intelligence embedded in 
individual career decisions

Autonomous career navigation elevates the role of human mentors and sponsors. When administrative 
career guidance is handled by AI, human mentors focus on the dimensions AI cannot provide: 
navigating ambiguity, sharing lived experience, providing encouragement rooted in genuine belief, and 
opening doors that relationships — not algorithms — unlock.

Employees, supported by AI career agents, make bolder and more informed career choices — taking on 
stretch assignments with confidence and investing in skills with the assurance that their choices are 
strategically sound. The anxiety of career decision-making is significantly reduced by data-backed 
confidence.

1
Bold career makers
Employees make more 
confident, informed career 
choices — taking stretch 
assignments with data-
backed confidence 
replacing career anxiety.

2
Human mentors
Mentors focus on what AI 
cannot provide: lived 
experience, 
encouragement from 
genuine belief, and the 
relational doors algorithms 
cannot open.

3
Growth champions
HR leaders create the 
cultural conditions where 
career development is a 
continuous, celebrated 
conversation — not an 
annual administrative 
obligation

Potential benefits to organisations and people

Human focus: more strategic and valuable work
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01 02 03

Career 
development 
planning tools
Structured 
foundation for 
individual career 
goal-setting

AI-curated learning 
platform
AI-curated 
development 
pathways aligned to 
career objectives 
and skill gaps

Internal talent 
marketplace
Surfacing internal 
career-advancing 
gigs, projects, and 
mentoring 
opportunities

04

Labour market 
intelligence 
platform
Integrating external 
labour market 
intelligence with 
internal career 
analytics

05

Succession 
planning
Connecting 
individual aspirations 
to organisational 
leadership pipeline 
needs

06

Conversational 
career AI assistant
Conversational 
interface for career 
navigation queries, 
guidance, and action 
planning

HR tech fundamentals to enable this today
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The CHRO's most important insight in this era is that career development is not an employee 
satisfaction initiative — it is the single most powerful retention tool in the HR arsenal. Organisations 
where every employee has a visible, personalised, AI-guided path to their next opportunity do not lose 
people to competitors. They primarily lose people to internal promotions.

Repositioning human mentors within this ecosystem is a critical CHRO responsibility. When AI handles 
administrative career guidance, human mentors focus on what algorithms cannot provide: the 
encouragement rooted in genuine belief, the door opened by relationship, and the wisdom earned 
through lived experience. In the AI career navigation era, these human contributions become even more 
valuable, not less.

CHRO role 
evolution

CHRO's strategic evolution

Today

Career programme 
manager — running 
structured development 
frameworks and periodic 
manager-led career 
conversations for a subset 
of the workforce

Evolves to

Career ecosystem creator 
— building an AI-powered, 
always-on career 
intelligence system that 
gives every employee the 
same quality of guidance 
regardless of hierarchy

Strategic 
imperatives

01 

Deploy AI career agents 
as the great equaliser 
Help employees receive 
comparable quality of 
career intelligence 
regardless of their level, 
location, or social capital

02 

Redefine manager 
success by career 
outcomes 
Measure and reward 
managers by how many 
people grow, develop, and 
choose to stay because of 
the career investment 
they received

03

Build internal mobility as 
a core retention strategy 
Make it structurally easier, 
faster, and more 
celebrated to grow inside 
the organisation than to 
leave it for a competitor

The strategic 
vision

A CHRO who makes their 
organisation one of the 
leading places in the 
industry for career 
development — through 
an always-on AI system 
that every employee trusts 
to guide their growth with 
the intelligence and care 
they would invest in 
themselves.
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The talent supply chain revolution10
Treating talent with the same strategic rigour as every other 
critical resource

Every strategic resource your organisation depends on — capital, raw materials, 
technology — is managed with rigorous supply chain discipline. Demand is 
forecasted. Inventory is tracked. Shortages are anticipated and prevented. Why 
has talent — the highly valuable resource — been managed so reactively? That 
changes now.

01

How the future could potentially look

02 03 04
Demand 
forecasting
Skills shortages 
predicted 2–5 
years before 
they materialise 
— organisations 
build capabilities 
long before they 
urgently need 
them.

Strategic talent 
reserves
Pools of partially 
developed talent 
at various 
readiness levels 
maintained for 
critical roles — 
available when 
needed.

Pre-positioning 
strategy
Future talent 
identified and 
engaged years 
ahead — warm 
talent 
communities 
that convert to 
employment 
with confidence 
and speed.

Comprehensive 
pipeline view
Complete 
visibility of the 
talent supply 
chain from 
university 
pipeline to 
internal 
succession — no 
blind spots, no 
surprises.

The talent supply chain revolution applies the rigour of supply chain management to 
workforce strategy. Organisations could forecast talent demand 2–5 years ahead, model 
supply scenarios, identify critical shortages before they materialise, and build 
capabilities through internal academies, educational partnerships, and AI-augmented 
productivity.

AI models integrate internal workforce data with external signals — university 
graduation rates by discipline, immigration patterns, competitor hiring velocity, and 
technology adoption curves — to build dynamic supply forecasts. A technology firm 
identifying in 2026 that quantum computing expertise may be critically scarce in 2029 
can begin building its internal academy today.

Talent acquisition could evolve from traditional recruitment approaches towards 
proactive talent pre-positioning. The most sophisticated organisations identify, engage, 
and cultivate relationships with future talent years before they need them — 
maintaining warm talent communities that, when the time comes, convert to 
employment with speed and confidence.
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The transformation could potentially deliver impact across five dimensions: Productivity, Work, Culture, 
Creativity, and Growth.

Elimination of reactive, panic-driven hiring for 
critical roles

Competitive advantage through talent access 
others lack

Dramatically reduced time-to-fill for strategic 
positions

Business growth not constrained by talent 
shortages

Talent readiness matched to business strategy 
timelines

Diversity goals embedded in supply chain 
design from the start

Significant reduction in external hiring premium 
costs

Organisational resilience through strategic 
talent reserves

In the Talent Supply Chain model, HR becomes an equal partner in strategic business planning — co-
creating strategy with the assurance that the talent foundation is being actively built to support it. This 
is the long-promised elevation of HR from support function to strategic partner, finally realised.

Talent acquisition professionals evolve into Talent Supply Chain Managers — combining the skills of a 
sourcing specialist, a market analyst, and a relationship builder. Their success is measured not in time-
to-fill for current vacancies, but in the health of the multi-year talent pipeline.

1
Strategic architects
HR co-creates business 
strategy with the 
assurance that the talent 
foundation is actively being 
built to support it — not 
just responding after.

2
Pipeline managers
Talent acquisition 
professionals operate with 
multi-year horizons — 
combining relationship-
building, market analysis, 
and strategic sourcing.

3
Market intelligence
HR leaders combine 
deeply human relationship 
skills with AI-driven market 
data to engage future 
talent years before the 
hiring need materialises.

Potential benefits to organisations and people

Human focus: more strategic and valuable work
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01 02 03

Strategic 
workforce 
planning platform
Long-range scenario 
modelling and talent 
supply forecasting

Talent CRM and 
pipeline 
management
CRM capabilities for 
long-term candidate 
relationship 
management and 
communities

External labour 
market intelligence 
platform
Integrating external 
labour market data 
into internal 
workforce planning

04

Succession 
planning
Internal pipeline 
depth, readiness 
visibility, and 
development 
acceleration

05

Learning module
Internal academy 
and structured 
development 
programme 
management at 
scale

06

Supply and 
demand people 
analytics
Supply and demand 
modelling aligned 
with business 
strategy

HR tech fundamentals to enable this today
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The Talent Supply Chain CHRO is, for the first time, a genuine strategic executive partner to the CEO 
and CFO — not just in conversation, but in planning cycle position. When workforce planning precedes 
business planning, HR stops being a dependent function and becomes a foundational one. This is the 
strategic elevation the CHRO role has always been promised and rarely achieved.

The supply chain mindset also transforms the talent acquisition team's identity. Recruiters become 
pipeline strategists, relationship managers, and market intelligence analysts — measured not by 
vacancies filled this quarter but by pipeline health over the next three years. It is a more complex and 
more sophisticated role, and a considerably more strategically valuable one.

CHRO role 
evolution

CHRO's strategic evolution

Today

Reactive recruiter — 
managing urgent talent 
acquisition campaigns in 
response to business 
demands that have already 
materialised and become 
critical

Evolves to

Strategic talent supply 
chain executive — 
managing workforce 
supply 3–5 years ahead 
through forecasting, 
community building, and 
systematic ecosystem 
development

Strategic 
imperatives

01 

Integrate talent planning 
into the core business 
strategy cycle 
Workforce planning must 
precede business 
planning, not follow it as a 
dependent afterthought

02 

Build talent communities 
before urgency strikes 
Relationships built years 
early can improve hiring 
efficiency, while urgent 
hiring may result in higher 
costs and longer hiring 
timelines

03

Embed diversity into 
supply chain design from 
the start 
Make inclusion a supply 
chain architecture 
decision, not a post-hiring 
correction programme

The strategic 
vision

A CHRO who significantly 
reduces reliance on crisis 
hiring — by building a 
talent supply chain so 
well-designed that the 
organisation is better 
positioned to access 
required capabilities, never 
overpays for urgency, and 
executes its strategy with 
confidence.
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The future-ready HR tech stack: 
What to look for11
Eight capability pillars that HR technology platforms can consider 
delivering to become future-ready

The ten futures described in this paper are not dependent on any single vendor or 
platform. They are dependent on the right capabilities being present — capabilities that 
any organisation must evaluate, demand, and hold their HR technology partners 
accountable for delivering. As HR technology investments grow in strategic importance, 
CHROs must shift from evaluating features to evaluating architectural readiness. The 
question is no longer 'does this system do X?' — it is 'is this platform architecturally 
capable of evolving into the organisation we need to become?'

Below are eight capability pillars that HR technology can consider delivering to become 
future-ready. Organisations that evaluate platforms against these pillars — rather than 
against feature checklists — could make investments that compound in value rather 
than constrain future ambition.

The eight pillars of a future-ready HR tech platform

01 02 03 04
Conversational 
AI and copilot 
intelligence
Natural language 
AI embedded in 
the flow of work 
— querying HR 
data, surfacing 
insights, and 
guiding decisions 
conversationally

Unified people 
data foundation
A single 
governed data 
layer connecting 
HR, finance, 
operations, and 
market 
intelligence — 
the bedrock of 
every AI-driven 
people decision

Predictive and 
prescriptive 
people analytics
AI that goes 
beyond reporting 
— forecasting 
talent risk, 
simulating people 
decisions, and 
recommending 
appropriate 
actions before 
problems 
materialise

Skills-first 
architecture
Dynamic, AI-
inferred skills 
graphs as the 
organisational 
currency — 
powering hiring, 
development, 
deployment, and 
succession from 
a single living 
model.
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05 06 07 08
Agentic HR 
automation
autonomous AI 
agents capable 
of executing 
multi-step HR 
processes — 
from recruitment 
pipelines to 
career 
development — 
with defined 
governance 
guardrails

Ambient and 
embedded HR 
experience
HR interactions 
delivered inside 
the tools 
employees 
already use — 
reduced-friction, 
context-aware, 
and proactive 
rather than 
reactive

Ethical AI and 
governance 
framework
built-in bias 
detection, 
explainability, 
consent 
management, 
and privacy-first 
data architecture 
— non-
negotiable in an 
era of AI-driven 
people decisions

Open 
integration 
ecosystem
API-first platform 
extensibility that 
connects HR to 
every enterprise 
system, enabling 
custom AI 
models, third-
party 
intelligence, and 
integrated cross-
functional data 
flows

What to demand from your platform partner

Capability pillar The right question to ask your vendor

Conversational AI and 
copilot

'Can a manager ask a plain-language question and receive an insight — with 
context, contributing factors, and a recommended action — in under 30 seconds?'

Unified people data 'Does this platform unify HR, financial, and operational data in a single governed 
layer — or does it only analyse HR data in isolation?'

Predictive analytics 'Does the system tell us what could happen next — or only what has already 
happened? Can it recommend an action, not just describe a metric?'

Skills architecture 'Is skills the organising principle of your broader talent suite — or is it a separate 
module sitting alongside job-title-based workflows?'

Agentic automation 'Does your platform support autonomous AI agents that can execute multi-step HR 
processes with governance controls and human oversight built in?'

Ambient experience 'Can HR interactions be delivered inside collaboration tools, email and mobile 
channels, and mobile — without employees ever needing to open an HR portal?'

Ethical AI governance 'How does your platform detect and mitigate algorithmic bias? Where does 
explainability live, and who controls data consent?'

Open integration 'Is this platform API-first? Can we build custom AI models on top of it and connect 
it to every system of record across our enterprise?'
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CHRO role 
evolution

CHRO's strategic evolution

Today

Technology buyer — 
evaluating HR platforms 
on features, user 
experience, and vendor 
reputation, without a clear 
architectural framework 
for long-term capability 
building

Evolves to

Technology architect — 
demanding platforms that 
score against the eight 
pillars, holding vendors 
accountable to roadmaps 
that advance each 
capability, and positioning 
HR tech as a genuine 
strategic asset

Strategic 
imperatives

01 

Evaluate every HR 
technology renewal and 
new investment against 
the eight capability pillars 
— not just cost and 
functionality

02 

Demand vendor roadmap 
commitments on AI, data 
unification, and agentic 
capabilities — not just 
feature releases

The strategic 
vision

A CHRO who treats their 
HR technology stack as a 
strategic capability 
platform could help build 
an organisation that adapts 
to the futures described in 
this paper, regardless of 
which vendor delivers 
them.

03 

Build an internal HR 
technology architecture 
vision: know which pillars 
are strong today, which are 
gaps, and what the 3-year 
roadmap to broader 
capability maturity looks like

04 

Champion data governance 
as the prerequisite — AI 
capabilities discussed in 
this paper depend on clean, 
unified and trusted people 
data as their foundation.

The platform is the 
foundation. The future 
is yours to shape.
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Voices from HR leaders

The most profound shift ahead is that 
organisations will no longer merely 
employ people; they will cultivate 
dynamic networks of human and 
artificial intelligence. HR will become 
the discipline that governs this evolving 
relationship with responsibility, 
adaptability, and foresight

Mr. Ashish Wadekar
Head HR 

L&T Energy Green Tech 
Limited

The future of work is neither human nor 
digital, it is both. HR's role is to connect 
intelligence with empathy to build 
simpler, fairer, and more resilient 
organisations.

Mr. Ashutosh Telang
Director & VP-HR & Administration

ArcelorMittal Nippon Steel 
India Pvt. Ltd.
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Voices from HR leaders

In my opinion, HR Tech will evolve from 
automation to intelligent partner —
anticipating workforce needs, enabling 
skill-based organisations, continuously 
learning and co-creating intelligent 
actions aligned to business goals. 
Human judgment, ethics and empathy 
will remain central, while AI amplifies 
organisational agility, resilience and 
performance.

Mr. Bipul Sharma
Chief Human Resources Officer

Astral Limited

The future of HR isn't about managing 
tech; it's about embedding intelligence 
into the business fabric. As we 
transition to autonomous systems, the 
ultimate value lies in an 'invisible' HR 
that effortlessly amplifies human 
judgement and strategic potential

Mr. Pramod Shah
Chief Human Resources Officer

ECL Finance Limited
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Voices from HR leaders

AI will not make HR less human; it will 
free HR to become more human. The 
future is not about digitising yesterday’s 
processes, but reimagining HR, using AI 
and data to make it more predictive and 
personalised, while freeing HR leaders 
to focus on what technology cannot 
replicate: judgement, empathy, trust and 
leadership.

Dr Rajorshi Ganguli
President and Global HR Head

Alkem Laboratories Limited

HR technology will move beyond 
digitising processes to reshape how 
work gets done. Organisations that lead 
will combine AI-enabled workflows, 
trusted data and human judgement with 
responsible governance and continuous 
capability building - turning technology 
into sustainable enterprise value.

Mr. Rohit Sharma
Chief Human Resources Officer

USV Private Limited
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Voices from HR leaders

The future of HR is not about replacing 
human judgment with technology; it's 
about augmenting it. In a fast-evolving 
industry like automotive lubricants, AI 
and HR tech will help us unlock skills, 
anticipate workforce needs, and create 
more meaningful employee experiences 
while keeping people at the centre of 
every decision.

Mr. Sanjay Chaturvedi 
Chief Human Resources Officer

Valvoline Cummins Private Limited

The next era of HR belongs to 
organisations that combine AI-powered 
insights with human judgment. Success 
will come from creating skills-first, 
experience-led workplaces where 
technology enables growth and better 
decisions at scale. Technology should 
not replace people—it should elevate 
their potential.

Mr. Santosh Rai
General Manager & Head HR

L&T Precision Engineering & Systems
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Voices from HR leaders

The next decade of HR Tech will not 
be shaped by AI alone, but also by the 
frameworks of AI ethics, governance, 
and compliance. While AI continues to 
challenge human IQ, its eventual 
contest with human EQ could become 
one of the most intriguing trends of 
the decade.

Mr. Vishal Thakur
Head HR- Microfinance 
Business
Head- Campus Recruitment 
& Employee Engagement

Tata Capital Limited

Automation to augmentation-
Transforming HR to a strategic decision 
engine. Future belongs to organisations 
that harness AI for smarter decisions 
while keeping people, purpose and trust 
at the heart of every transformation to 
amplify human potential, not replace it.

Ms. Vrushali Gadkari
Chief Human Resources Officer

CG Power and Industrial 
Solutions Limited
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