From Al Enthusiasm
to Accountable HR

Building the Structural Conditions
for Responsible Adoption

Based on the research of
Jonathan H. Westover, PhD
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The New Paradigm

Under what conditions should we allow
it to influence decisions about people?

Focuses on technical promise;

creates a distance from
organizational readiness.
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2 ags Fi defensibility,
Governance should enable justified anpropriateness, and.
adoption—not merely greater adoption. human accountability.
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Favorable attitudes and enthusiasm
at Stage 1 are not equivalent to verified

Intention organizational benefits at Stage 4.
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responsibilities ~ Verified
adapt. evidence shows
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benefits.
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The Data Catalyst: Ethical Governance (B = .412)
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Based on F oo-Sdom|(2025) | Formal safeguards and human accountability are the
study of 22 senior HR leaders and . g LR T .
284 practitioners in Thailand. strongest drivers of an organization’s readiness to adopt Al.
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The Accountable Adoption Framework
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Priority 1:
Establish Accountable
Decision-Making

Priority 2:
Build the Capability

Priority 3:
Require Local Evidence
& Stakeholder Voice i
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Priority 1: Address responsibility before purchasing the platform.

& Authorized

Al Recommendation

'@ision Owy

Escalation Route / Stop Button

> Action Taken

Al-HR Register

Centrally record purpose, data,
vendor, and the named human owner.

s

Decision Authority

Explicitly separate Al advice from
authorized action.

Executable Stop Procedure

Establish funded oversight and clear
routes for overriding recommendations.
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Real-World Application: Microsoft's Sensitive Uses program
utilizes layered proportional escalation based on risk, bringing

multi-disciplinary review to higher-risk applications.
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Priority 2: Build the capability to question Al, not just operate it.

Interface Imperfect Outputs \\
Navigation Train practitioners by asking them to spot
missing evidence and inappropriate
' recommendations in flawed Al outputs. f
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Eb3 Role-Specific Failure
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‘\'/'ﬁ‘(% Organize exercises around decisions people
:: y actually make, not generic tech demos. f
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Critical Al

Literacy Protected Disagreement
—| Provide supported, funded time for testing
where constructive rejection of Al is rewarded. §

Real-World Application: DBS Bank’s PURE framework (Purposeful, Unsurprising,
Respectful, Explainable) builds ethical reasoning into daily workforce capability.
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Stop measuring just the tool. Evaluate the entire workflow ecosystem.
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1. The Tool / T:- ::e P??Ne \
ithm” e HR practitioners {
I:ﬁﬁ'ﬁt%ﬂ'mé _ | using it (measuring the
recommendations. \\ actual review burden

\\ placed on them).

4.The 7/’ 3. The Review
Consequences / Process
The distributional The control
outcomes and ultimate performance (are
effects on candidates failures detected
and employees. and escalated?).
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Priority 3: Generic vendor demonstrations cannot
substitute for local evidence.

. Limited g - b
Baseline : T | Challenge Conditional
Metrics Sandbox pg Content =14 | Tracking Approval

Pilot | Testing d J

Set Criteria Examine Local Track
Before Launch Relevance Corrections
Define intended benefits Test against specific job roles, Review overrides, repeated
and stop-conditions local languages, and actual errors, and the effectiveness
before testing. workforce populations. of remedies.
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Foundational Pillar 1: Treat employee and candidate
voice as formal governance.

& “
Z Visible Consequences
Participation is meaningless without a visible
T design change. Leaders must document
Candidates which concerns changed the design and why.|
— /)
E | - S
Recruiters Accessibility Mapping
Establish processes that are accessible to
those with the least institutional influence
(e.g., external candidates).
— ~)
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Research Context
Algorithmic management concerns
authority and worker experience, not just
computational efficiency. |
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Foundational Pillar 2: Match governance capacity to operational reality.

Decision Consequences (Risk)

Large Employers

Focus on Coordination. Prevent
fragmented shadow Al through
central registers and cross-
functional review groups.

Small Employers

Focus on Selectivity. Limit use
cases, obtain targeted external
privacy/assessment advice, and
retain strict internal ownership.

P

Organizational Resources

The intensity of review must scale with the potential consequences of the decision—not
just the size of the company. Governance is a resource-allocation discipline.

A

Human Capital
Innovations



Foundational Pillar 3: Maintain a learning system, not a one-time approval.

(¥ Evaluation
J\\_ Results

Document the purpose, known
limitations, validation evidence,
and changes over time to make
reasoning inspectable.

Tracking

\

The AI-HR Decision Record ||

Incident

Periodic Reassessment

Force a distinction between
demonstrated benefits and early
anticipated benefits. Reassess
when models or populations change.
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=y Future
i \\ Decisions

Track the No's

A successful pilot is not one that
always leads to deployment.

Preventing an unsuitable application ||

from becoming embedded is a
governance success.

J |

. o

Human Capital
Innovations



Redefining Al Maturity in HR

A mature organization is not one that uses Al everywhere.
It is one that can definitively answer:

Where do we use it?
Why is it justified?
How do we know it is working?
And what would cause us to stop?

Success should not be defined as maximizing Al usage. It should be defined as improving HR
work through arrangements that are useful, defensible, and responsive to the people they affect.
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