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Al Has Broken Pre-Digital Workforce Planning

The challenge is no longer if Al will transform work, but how to systematically | 78% of iR

rethink the division of labor without destroying organizational coherence. |

Only 23% have
an enterprise-wide
framework for
redesigning work.
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The False Dichotomy of Modern Work Design

Defaulting to single-dimensional paradigms creates critical blind spots.
Work redesign requires an integrated system.

Role-Based Model Skills-Based Model The Hybrid Future

e

: . = Deconstructed capabilities .
Core Unit Positions and reporting lines. (Talexit Markefplace) Integrated dynamic systems.

Strength Clear accountability. Internal talent mobility. a,):)nrﬂ:‘legxetse;?:ﬁ;;n;niikgltlsuv(\;’thljlri adding

j Fails to capture how w0|_rk Risks dissolving structural. _ Requires new continuous design
Al Blind Spot |  flows or where automation coherence; obscures algorithmic competencies
injects mid-process value. governance. i
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Three Fragmented Paths to Al Implementation Failure

Treating Al as a technology deployment rather than a work redesign
challenge triggers organizational dysfunction.

Fragmented Approach

Organizational Friction

Opportunistic Automation
(Localized ROI)

._)_

Misaligned automation
& bottleneck shifting

Skills Overlay
(Taxonomy without
workflow change)

|_)_

Capability mismatches
& skills anxiety

Structural Reorganization
(New reporting lines & titles)

==

Structural friction &
fairness concerns
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Business Fallout
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Paradox
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Operational
Disconnect & Attrition

Role Ambiguity &

Process Paralysis
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The Hybrid Stack: A Five-Lens Framework

To harness Al effectively, work must be analyzed and redesigned through five
overlapping dimensions simultaneously.
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1. Workflows (For Value Creation)

‘ 2. Tasks (For Diagnosis)

| 3. Skills (For Mobility)

4. Teams (For Execution)

| 5. Structure (For Governance)
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Lens 1: Workflows for Value Creation

Optimizing for efficiency alone sacrifices adaptability. AI acts
Anthem Health Case Study as an orchestration layer to route complexity.

Before State - Linear Friction

Human
Claims
Processor 1

Human
_ Claims
Processor 2

_®_,

‘Human
Claims
Processor 3

L ®

Human
Claims
Processor 4

Human
_ Claims
Processor 5

Manual Data
Reconciliation

Manual Data
Reconciliation

Manual Data
Reconciliation

Manual Data
Reconciliation

After State - AI Orchestration

Standard Claims:
Automated
Approval/Denial

Al Orchestration
Layer
(Integrate & Validate)

41%

reduction in
processing time.

Specialized Expert
L Review Adjudicatitﬂ
Complex, Complete
Claim Packages

5, Resolved
&7 Complex Claim
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Lens 2: Tasks for Diagnosis

Al does not just automate; it demands the intentional design of
entirely new collaborative human-machine interactions.

Cleveland Clinic efing.
Clinical Documentation Sinmanes),
Case Study
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reduction in
documentation
time
(previously
consuming 16%
of physician

Automated:
Ambient Draft
Generation

Routine Activities
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Lens 3: Skills for Mobility

Moving from rigid roles to a fluid skills taxonomy enables
proactive reskilling over reactive layoffs.

Unilever Case Study (45,000+ employees across 38 domains)
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Lens 4: Teams for Execution

Al fundamentally alters team geometry, shifting information flows

and peer-to-peer learning structures.

Hub-and-Spoke

Danske Bank Credit Underwriting Case Study IUROr

Junior
Analyst Al Data
5 —  Validation
Role shiftsto .
verifying data ( )
quality on routine
cases.

Peer-Learning ,*~
Feedback Loops |
Refining understanding of when '
models are reliable vs. when to
deploy human skepticism.

Junior
Analyst

;;*-—\ﬁﬂ Al Data
Y vaidation
< &—J Roleshiftsto
- verifying data quality
on routine cases.

Role shifts to
verifying data
quality on routine

\ Peer-Learning
+ Feedback Loops
Refining understanding of when
models are reliable vs. when to
deploy human skepticism.
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< Teams

Al Data
Junior Validation
Analyst Role shifts to
verifying data
quality on routine

37% improvement / ‘/
| in throughput | 12% 4%
l [ reduction in credit losses.

v
7

Al Data
Validation
Role shifts to

)) verifying data
/' quality on

; routine cases.

Junior
Analyst
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Lens 5: Structure for Governance

Defining accountability across functional boundaries to avoid the
extremes of total centralization vs. ungovernable distribution.

Philips Healthcare Case Study

Heavy-duty
architectural cables

(" Prevents the bottleneck of
absolute centralization while
neutralizing the liability of
unmonitored Al.

g

WS BE R
Clinical Al Lead Clinical Al Lead Clinical Al Lead
Experienced physicians Experienced physicians Experienced physicians

accountable for monitoring accountable for monitoring accountable for monitoring
local algorithmic reliance local algorithmic reliance local algorithmic reliance
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Hybrid Stack in Action: Integrated Implementation

Workflows: ] ‘ B Structure:

End-to-end production Z J Production managers explicitly
mapping integrated with (% S retain accountability for quality,
predictive Al scheduling. L preventing algorithmic deflection.

Tasks: 1 e K Teams:
Al handles visual defect e ARSI i K .~ Integrating data

inspection; humans J b e 1 ! | N =) | analysts directly onto

hgndle root-cause the floor with production
diagnosis. engineers.

Skills:

N | Fa S
Reskilling traditional NG 4 = ]
mechanical engineers in N A 25-30% Productivity Gains |
algorithmic troubleshooting. 15-20% Defect Reductions

Z

www.innovativehumancapital.com


http://www.innovativehumancapital.com

A uen Copi
Building Dynamic Capability: The HR Operating Model Shift

Moving away from episodic, multi-year restructuring toward a continuous foundation of organizational capability.

. From/ To
1. Architecture

Static.Job Architectiire »  Dynamic Work Architecture

(Monthly/quarterly reviews of

(Multi-year review cycles) Al-mpacted workflows)

2. Ownership

Distributed Capability
(Business leaders & frontline
trained in workflow mapping)

HR-Owned Analysis

(Concentrated expertise in silos)

3. Execution

Learning-Oriented
Experimentation
(Piloted, evidence-based scaling)

Top-Down Change Programs

(Driven by executive intuition) / 4
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Evolving the Psychological Contract

The traditional bargain of job security for role compliance is untenable.
The new contract requires joint governance.

The Employer ' - The Employee
Commitment St A\ Commitment

Transparency on Al impact, |{, && = (D)) Continuous learning,
investment in capability Q= A / adaptability, and active

development, and pathways S\ = 4 : _(,. collaboration with
to meaningful work. N - algorithmic systems.

"T_ 7\

Kaiser Permanente Case Study:

Utilized early involvement of labor unions in joint work redesign committees.
Moving from “Role Preservation” to “Meaningful Work" resulted in lower anxiety, faster
implementation, and sustained organizational trust vs. adversarial resistance.

www.innovativehumancapital.com



http://www.innovativehumancapital.com

The Data Inf.rast.r'tojcture Engine

You cannot redesign what you cannot measure. Integrated systems
make workflows, capabilities, and performance empirically visible.

‘ Workflow Data

—>::>ﬁ“' |

Case management &
| automation platforms
| capturing digital traces =)
i of handoffs and cycle

times
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‘ Skills Data

integrating learning

validated

i competencies

m By
Talent marketplaces

platforms, performance §
assessments, and
Q D

Performance Data I

=

7l 00

etrics tracking ==
euaity  quality, customer
B satisfaction, and Q%

&/ throughput to correlate

Qualty  work design with
— outcomes
‘§ /\/D il 12 il

b| Enterprise Data Literacy |

Translating analytics into structural redesign
decisions within HR and business functions.
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Work Design as a Continuous Enterprise Competency

The Hybrid Stack is an enduring competitive advantage in the continuous evolution of how value is created.

Analyze Rediﬂgn

P

Measure

" The question is no longer whether to choose roles or skills, |
but how to integrate them coherently to preserve human
agency while harnessing algorithmic power.
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