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Mastering
AI for HR
The 2026 Edition: from adoption to the agent boundary

In October 2024 we interviewed 28 HR leaders and published a CPO's

playbook for getting value from AI. Twenty-one months later, adoption is

much higher but reported business value is not. Regulation and litigation

have moved in different directions, workforce reductions have produced

mixed results, and agents have become a real category of capacity. This

edition tests the original eight chapters against published evidence from

2025 and 2026, states where the original analysis was wrong or

incomplete, and adds two chapters on agents and candidate fraud.

Thomas Igeme, Founder and Principal, TL Partners. The 2024 edition was co-authored

with Naomi Davidson. This edition synthesizes 30+ published sources from 2025 to 2026,

cited throughout. Where a figure is vendor-reported, single-sourced, or definitionally

contested, it says so in line.

T HE  ORIGINAL  EIGHT

Re-scored against the strongest

published evidence of 2025 and

2026, including the chapters we got

wrong.

NE W:  THE  AGENT  BOUNDARY

Software with logins, email addresses,

and human managers. Who plans

capacity when it is part human and

part agent.

NE W:  THE  CANDIDATE  YOU  CAN'T
VERIFY

Hiring became the most exposed

fraud surface in the people function,

and it is HR's before it is security's.
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What is in this edition
Ten chapters, two of them new. Eight are re-scored against 2025 and 2026 evidence;
the last two did not exist in 2024.

FLAGSHIP 15  PAGES    ·    22  MINUTE  READ FOR  CPOS,  CHROS,  AND  THEIR  OPERATING  PARTNERS
SECOND  EDITION    ·    JULY  2026

READ  THIS  FIRST  IF  YOU  READ  NOTHING  ELSE

Adoption is no longer the only constraint. 43% of organizations now use AI for HR tasks, while 88% of HR leaders

report no significant business value from it. The chapters examine different parts of that gap: unused capability

in the stack, limited fluency, weak decision rights, legal exposure, work redesign, and the arrival of agents. Three

rooms, one profession is the routing guide for readers at different stages. 

WHERE  THE  MARKET  ACTUALLY  IS

The scoreboard: ten numbers that tell the story 3

Three rooms, one profession
Which chapters bite, by where you sit

4

THE  ORIGINAL  EIGHT,  RE-SCORED

01 Start with the AI already in your HR stack
2024 said: you've got an AI strategy, it's sitting in your tech stack

5

02 Fluency matters, but managers are the constraint
2024 said: your #1 strategic unlock is to build AI fluency

6

03 Keep consequential people decisions human
2024 said: AI is good with data, dangerous with decisions

7

04 Audit for litigation as well as regulation
2024 said: trust, but verify. AI audits are critical

8

05 Work redesign determines whether job cuts hold
2024 said: AI is taking jobs but you get to decide how

9

06 Automation without redesign still fails
2024 said: "more of the same" with AI is a loser's game

10

07 HR's role in AI strategy is still contested
2024 said: your AI strategy must be multi-disciplinary and evergreen

11

08 Consent is now an operating requirement
2024 said: ethics first, don't underestimate governance

12

NEW  FOR  2026

09 Planning a workforce that includes agents
The first chapter that did not exist in 2024

13

10 Identity verification belongs in the hiring funnel
The second chapter that did not exist in 2024

14

KEEPING  OURSELVES  HONEST

What we got wrong, and what we are watching 15
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ADOPTION  HAS  RISEN  FASTER  THAN  REPORTED  VALUE.

43%
of organizations now use AI for HR tasks, up from
the edition's 12% anchor in 2024.

SHRM,  2025

88%
of HR leaders say their organizations have not
realized significant business value from AI tools.

GARTNER,  OCT  2025

14%
actually use the AI inside their core HR system; 57%
say their HRIS has none, 29% have it and do not
use it.

SHRM  CORE  HR  SYSTEMS,  DEC  2025

95%
of enterprise GenAI pilots show no measurable P&L
return. The efficiency-only deployment failed on
schedule.

MIT  NANDA,  JUL  2025

70%
of AI value comes from process and work redesign,
versus 10% from algorithms and 20% from tech and
data.

BCG,  SEP  2025

~73%
of companies that made AI-justified layoffs report
rehiring costs that met or exceeded the savings.

CAREERMINDS,  FEB  2026

13 to 16%
relative employment decline for workers aged 22
to 25 in the most AI-exposed occupations. The
impact is concentrated at the entry level.

STANFORD  DIGITAL  ECONOMY  L AB,  AUG  AND  NOV  2025

~1.1B
rejected applications behind the Mobley v.
Workday collective; opt-in notice closed March
2026. Enforcement came from plaintiffs, and the
regulators stepped back.

COURT  FILINGS,  2026

130+
digital employees at BNY with their own logins,
email addresses, and human managers.
Headcount planning is quietly becoming capacity
planning.

CNBC,  FEB  2026

92%
of large-enterprise security leaders lack full
visibility into their AI agent identities. The agents
arrived before the governance did.

CISO  SURVEY  VIA  STR ATA,  2026

The scoreboard: ten numbers that tell the story
PUBLISHED

Ten figures, each
with its source and

its caveat.
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Adoption and reported value have moved at different rates

Using AI for HR, 2024, the edition's anchor 12%

Using AI for HR, 2026 43%

Realizing significant business value, 2026 12%

Anchor: McKinsey 2024 (HR leaders using GenAI). SHRM 2025. Gartner Oct 2025, where value is the complement of

the 88% reporting none. Definitions differ and are stated. A number you cannot interrogate is not evidence.

WHICH  CHAPTERS  BITE,  BY  WHERE  YOU  SIT

The scoreboard's averages hide a distribution that is pulling apart. Sort the same numbers into

tiers and the market resolves into three rooms holding three conversations that barely overlap.

The tiers mix survey bases and definitions, so treat the shape as real and the decimals as soft.

~5%
THE  EDGE

The conversation is about what they built. They ran the fluency program last
year, redesigned the workflows the pilots only automated, and now write and
govern a growing share of their own tooling. Agents sit in the workforce plan with
owners and a unit cost. "Which agents have we shipped? What work did we stop
producing? What is our token spend returning, and where should the next tokens
go?"

~38%
THE  MIDDLE

The conversation is about what to buy. Most of the 43% live here: adopted,
licensed, and still waiting for the value to show. The 88% who report no
significant business value is their number. They own more AI than they use, and
they are evaluating more. "Which vendor? Why is nothing moving in the P&L? Is
the agent our HRIS shipped any good?"

~57%
THE  L AGGARDS

The conversation is about permission. No AI in the HR workflow at all. The
conversation is about policy and sign-off, and in most of these rooms it has barely
started. "Should we allow ChatGPT? What is our policy? Whose approval do we
need?"

Sources: McKinsey high performers (6%) 2025 and BCG "future-built" (~5%) 2026; SHRM 43% adoption crossed with Gartner 88% no
value, 2025; SHRM 2025 for the complement of the 43%.

The distance between the rooms is widening, and the mechanics favor the edge: redesign, agents,

and build skill compound each other, while the middle's next license changes little. In the rooms of

early adopters we work in, the conversation has moved far enough from the published averages that

the distance itself is a finding (TL Partners field observation).

WHERE  TO  START,  BY  ROOM

In the third room, start with chapters 1 and 2. In the middle, chapters 6 and 1 are your money. At the

edge, chapters 9 and 10 are where your next problems live.

Three rooms, one profession
SEGMENTATION

Shape is real. Treat
the decimals as

soft.
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2024  SAID:  "YOU'VE  GOT  AN  AI  STR ATEGY,  IT'S  SITTING  IN  YOUR  TECH  STACK"

In 2024 we argued most HR teams already owned more AI than they used. In 2026 the vendors have

made that dramatically more true, and the usage gap has barely moved. Workday reports more than

75% of core customers touching its Illuminate AI and 4,000+ customers running at least one agent

(earnings, Nov 2025 to May 2026, vendor-reported). SAP counts roughly 60% of cloud customers

active on AI features (Jan 2026, vendor-reported). Oracle now embeds agents in Fusion HCM at no

added cost (Oct 2025).

Shipped versus used: the distance is your unexploited license spend

Core customers "touching" the AI their vendor
shipped (vendor-reported) 75%+

Organizations actually using the AI inside their
core HR system 14%

Another 57% say their HRIS has no AI at all; 29% have it and do not use it. Vendor reporting counts feature touches;

the SHRM survey asks about use inside the core system. Workday earnings Nov 2025 to May 2026 (vendor-

reported). SHRM, n=1,138, Dec 2025.

Both sides are measuring honestly. Among organizations using any AI technology at all, 58% means

ChatGPT and 9% means embedded HR-application AI (Sapient Insights, Nov 2025). The distance is

your unexploited license spend, and in 2026 it includes agents you are already paying for.

NEW  IN  2026:  THE  THIRD  OPTION  IS  BUILD

Inventory-versus-buy is now inventory-versus-buy-versus-build. Low-code and agent-builder tooling lets

an HR team assemble its own micro-applications in an afternoon, and some teams are mothballing bought

tools to do it. The deeper shift is identity. The leading edge of the profession now treats itself as the first

workload: upskilling itself before its clients, writing agents against its own administration, offloading its

own inboxes, scheduling, and reporting first. The skill gets learned on HR's own work, where mistakes are

cheap, and it changes how the profession buys.

The caveat holds: a tool you built is still a system you have to govern. Own the data, document the logic,

keep it defensible. "We built it with AI in twenty minutes" will not satisfy a regulator, and your own data is

now the product. If you build, govern what you build.

THE  MOVE

Before any new AI line item, inventory what your current stack shipped in the last 18 months. Your

HRIS almost certainly shipped agents. Pick the two embedded capabilities closest to your costliest

workflow and run them to habit before you buy anything new. Add one criterion to every HRIS

evaluation from here forward: agent-friendliness, whether the system exposes its agents and data to

the rest of your stack or walls them in. A 2005-vintage API has become a strategic liability. This is the

2024 advice, now with agents in it.

01 Start with the AI already in your HR stack
HELD  UP

The 2024 call, now
more true.
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2024  SAID:  "YOUR  #1  STR ATEGIC  UNLOCK:  BUILD  AI  FLUENCY"

In 2024 this was a pattern we saw in interviews. In 2026 it is measurable. BCG's four-year tracking

finds employees with five or more hours of AI training become regular users at 79%, and that a clear

AI strategy lifts measured business impact by 25 points, versus roughly 5 for better tools alone (BCG

AI at Work, June 2025 and June 2026). McKinsey found the C-suite underestimates employee AI

usage threefold, and that employees rank formal training as the top driver of daily use while nearly

half report getting little or none (Superagency, Jan 2025). And the bar is already moving again: at the

leading edge, the most fluent HR teams have gone from using AI to shipping it.

8%
of HR leaders believe their managers have the skills to use AI effectively; only 14% of organizations support
managers integrating GenAI into daily work.

GARTNER,  OCT  2025

The manager gap deserves more weight than we gave it in 2024. By March 2026, 45% of managers

say AI has lived up to expectations (Gartner), and 74% of frontline employees are regular users (BCG,

June 2026). Fluency programs aimed only at individual contributors miss where the constraint sits:

the people who decide how teams use the time AI returns.

ONE  CAUTION  ON  MEASUREMENT

Hours-of-use is a vanity metric, and the moment you make it a target it stops measuring anything

(Goodhart's law). The five-hour floor is there to build competence, and attendance is beside the point.

Once people are fluent, stop counting hours and start counting outcomes: cycle time, quality, the work

that no longer needs a human. An adoption dashboard that tracks logins will hit its number and change

nothing.

THE  MOVE

Treat fluency as an operating program with a floor: five hours, role-specific, managers first. Include at

least five hours of role-specific practice, then measure proficiency against the work itself. Assume your

self-reported usage numbers run about 3x low.

02 Fluency matters, but managers are the constraint
PROVEN  OUT

Was a pattern in
interviews. Now

measured.
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2024  SAID:  "AI:  GOOD  WITH  DATA,  DANGEROUS  WITH  DECISIONS"

First, the fair challenge this debate always raises: compared to what? A measurable, testable model

bias you can audit and correct may well beat a human bias you cannot even see. That is true, and it

argues for instrumenting the model rather than handing it the decision. The real exposure in 2026 is

scale. A model's bias runs across every candidate at once, gets copied by the people using it instead

of caught, and ends up owned by no one. The 2024 warning was about delegating judgment. 2025

showed what that looks like at scale.

66%
of surveyed US managers used AI to help decide layoffs; 78% for raises, 77% for promotions. Roughly 1 in 5 let
AI decide without human input often or always. Only a third had formal training.

RESUMEBUILDER,  FIELDED  JUN  2025

Research also sharpened the mechanism. People tend to mirror an AI's biased recommendations

(University of Washington, Nov 2025). Correction is the rarer response. A biased screen does not only

make mistakes. It teaches the people using it to make the same ones. Bias direction in newer models

is contested in 2026 research, which is a reason to test your own stack, and no reason to relax. The

line to hold: AI drafts, a human decides, and someone is named as the owner of every

consequential people decision. One in five is a lot of unowned terminations.

THE  MOVE

Publish a decision-rights table for AI in people decisions: which decisions AI may draft, which it may

never touch, and who signs each. If your managers are in the 78%, this document is overdue and

discoverable, in both senses.

03 Keep consequential people decisions human
GOT  WORSE

Right warning. The
exposure grew.
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2024  SAID:  "TRUST,  BUT  VERIFY:  AI  AUDITS  ARE  CRITICAL"

This is the chapter where we most misread the mechanism while getting the conclusion right. We

expected regulators to make audits standard practice. Instead, some regulatory obligations were

delayed or weakened while private litigation advanced.

Some regulatory requirements were delayed or
weakened

JAN  2025

EEOC pulls its AI guidance following an executive order

DEC  2025

NYC Local Law 144 enforcement found "ineffective" by
the State Comptroller

MAY  2026

Colorado delays its AI Act to Jan 2027 and strips the
duty-of-care core

JUN  2026

EU Digital Omnibus defers high-risk employment
obligations to Dec 2027

Private litigation expanded

MAY  2025

Mobley v. Workday certified as a nationwide age
collective

AUG  2025

Harper v. Sirius XM targets iCIMS screening under Title
VII

JAN  2026

Eightfold sued under the FCRA as an unregistered
consumer reporting agency

MAR  2026

Mobley opt-in closes; the collective drawn from ~1.1
billion rejected applications

Illinois (Jan 2026) and California's ADS rules (Oct 2025) apply regardless of the federal mood.

Meanwhile most AI HR vendors cap liability at subscription fees and few warrant regulatory

compliance (reported Jan to Feb 2026; secondary-sourced, verify in your own contracts, which is

rather the point).

THE  MOVE

Audit on the assumption that the record may be examined in litigation. Run adverse-impact analyses

on your actual screening funnel as if they will be read aloud in a deposition, secure audit rights and

liability terms in your vendor contracts, and document human oversight for each decision.

04 Audit for litigation as well as regulation
WRONG

MECHANISM

Right conclusion,
reached the other

way.
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2024  SAID:  "AI  IS  TAKING  JOBS  BUT  YOU  GET  TO  DECIDE  HOW"

The 2024 framing held: the impact is real, and leadership choices determine its shape. Challenger

counted 54,836 announced US cuts explicitly citing AI in 2025, inside the worst layoff year since

2020. The best-identified labor evidence finds a 13 to 16% relative employment decline for 22-to-25-

year-olds in the most AI-exposed occupations (Stanford, Aug and Nov 2025), and new grads have

fallen to roughly 7% of Big Tech hiring (SignalFire). Task estimates now run from 18% of tasks fully

automatable (TechWolf) to 57% of work hours automatable with existing tech (McKinsey); the spread

is definitional, and the 2024 rule still holds: change lands on tasks first, and reaches whole jobs only

later.

~73%
of companies that made AI-driven cuts report rehiring costs that met or exceeded the savings; about two-thirds
are already rehiring.

CAREERMINDS,  FEB  2026

The rehiring evidence points in a consistent direction. Klarna, the prominent AI-workforce story of

2024, publicly reversed in May 2025, rehiring people after quality declined. Where the work was

genuinely redesigned first, the reduction holds. IBM replaced roughly 200 HR roles with its AskHR

agents and still grew total company headcount, reinvesting the savings in engineering and sales

(2025). It automated and redesigned at the same time. Salesforce cut about 4,000 support roles the

same year as agents absorbed ticket volume. The relevant distinction is whether a work redesign

came before the cut. Where it did, the reduction appears more likely to hold. Where efficiency was

the entire plan, rehiring has followed. The evidence is now more than anecdotal, although the cited

company survey does not establish causation on its own.

THE  MOVE

Cut work before you cut people: inventory deliverables, kill the share with no remaining consumer,

publish which tasks move to agents, and only then size the org. A reduction without a work redesign

creates a material risk of rehiring later.

05 Work redesign determines whether job cuts hold
HELD  UP

With rehiring we
did not predict.
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2024  SAID:  " 'MORE  OF  THE  SAME'  WITH  AI  IS  A  LOSER'S  GAME"

The most validated chapter of the original. MIT's NANDA initiative found 95% of enterprise GenAI

pilots deliver no measurable P&L impact (July 2025). McKinsey's 2025 survey: 88% of organizations

use AI, 39% report any EBIT effect, mostly under 5%, and only 6% qualify as high performers.

Where AI value actually comes from

Process and work redesign 70%

Tech and data 20%

Algorithms 10%

Workflow-redesign companies are 24 points more likely to see measurable improvement. BCG, Sep 2025 and Jun

2026.

The 2024 conclusion held up: automating an existing process preserves the process, including work

that should have been removed or redesigned.

THE  MOVE

Stop funding pilots that automate the existing process. Fund the redesign: what should this workflow

produce, who or what produces each step now, and what stops being produced at all. The pilots that

pay are attached to a changed operating model. That is why this is an operating-model conversation,

and why running it out of procurement keeps failing.

06 Automation without redesign still fails
MOST

VALIDATED

The clearest call of
the original eight.
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2024  SAID:  "YOUR  AI  STR ATEGY  MUST  BE  MULTI-DISCIPLINARY  AND  EVERGREEN"

In 2024, cross-functional AI implementation was a single-digit story in our interviews. In 2026 the

structures exist, and HR is fighting for a chair. Chief AI Officer prevalence jumped from 26% to 76% in

a year by IBM's count (May 2026; definitionally generous, but the direction is unambiguous), and

Fortune 500 tracking counted 94 CAIO appointments in 2025 against 30 in 2024. Legal and

compliance most often lead AI governance (37%, SHRM 2026).

52%
of organizations still exclude HR from AI strategy.

SHRM  /  MICROSOFT  WTI  ANALYSIS,  2026

Two readings of that number are true in different rooms. In organizations where transformation is

underway, the constraint is increasingly the speed of work and people change rather than the

platform itself. In several of the early-adopter rooms where TL Partners works, that has moved more

ownership toward HR, with IT as an essential partner. Elsewhere, AI is still treated mainly as a

procurement and compliance object, so HR enters late or not at all. The survey does not prove where

ownership should sit, but it does show how often workforce expertise is absent from decisions about

workforce change.

THE  MOVE

HR's claim to the table is the one asset no other function owns: the work and the people who do it.

Bring the work inventory, the fluency program, and the decision-rights table to the AI council. Policy is

necessary, but a work inventory, an enablement program, and a decision-rights table make the case for

HR's operating role.

07 HR's role in AI strategy is still contested
CONTESTED

Two readings are
true in different

rooms.
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2024  SAID:  "ETHICS  FIRST:  DON'T  UNDERESTIMATE  GOVERNANCE"

Worker sentiment hardened: 52% of US workers are worried about AI's future in the workplace,

versus 36% hopeful (Pew, Feb 2025), and only 26% of job applicants trust AI to evaluate them fairly

(Gartner, Jul 2025). Monitoring expanded into that anxiety, with widespread AI productivity analytics

and biometric collection reported in 2025 employer surveys (aggregator-sourced; treat as

directional). Labor answered with contracts: SAG-AFTRA's 2025 agreement requires written consent

for digital replicas; a French court required works-council consultation before even piloting AI;

Deutsche Telekom signed an AI manifesto with its works council; US locals are writing bargain-

before-AI clauses.

TL  PARTNERS  FIELD  RULE

Every input is invited. This is the provenance rule we now apply: workplace AI inputs are gathered

through structured sessions and opt-in signals, and passive surveillance is never a collection method. An

instrument hidden from the people it reads produces numbers nobody will act on, and in 2026, possibly a

grievance.

THE  MOVE

Write the consent architecture before the deployment: what is collected, what is never collected, who

sees what, and what the employee gets back. Enterprise AI data terms (no training on business data by

default at the major labs) make the vendor half easier than 2024; the internal half is yours.

08 Consent is now an operating requirement
HELD  UP

Consent now
affects adoption
and governance.
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THE  FIRST  CHAPTER  THAT  DID  NOT  EXIST  IN  2024

The biggest change since the first edition is not simply better copilots. Some companies now treat

software agents as a category of operating capacity. BNY runs more than 130 digital employees with

their own logins, email addresses, and human managers (CNBC, Feb 2026). Goldman Sachs is

piloting an AI software engineer inside a 12,000-person developer org. Microsoft ships directory

identities for agents, and 82% of leaders expect digital labor to expand their workforce within 18

months (2026 Work Trend Index). Agent software spend is forecast to jump from $86 billion in 2025

to $207 billion in 2026 (Gartner).

That spend line is becoming a discipline of its own. Worldwide AI spending reaches an estimated

$2.5 trillion in 2026, inference unit costs are forecast to fall 90% by 2030, and bills rise anyway

because consumption grows faster than prices fall (Gartner, 2026). The edge treats AI spend the way

finance learned to treat cloud: a named owner, work routed across model tiers by what each task is

worth, and cost per completed task tracked next to quality. The question in those rooms has moved

from what the agents can do to what a unit of this work is worth.

THE  HONEST  COUNTERWEIGHTS

Adoption figures vary tenfold by definition (57% "in production" in a builder survey; 23% scaling per

McKinsey; under 5% of enterprise apps per Gartner's 2025 baseline). Gartner expects over 40% of agentic

projects canceled by 2027. And "workslop" is measured: 41% of workers received low-quality AI output in a

month, costing nearly two hours per instance to untangle (BetterUp/Stanford, Sept 2025).

92%
of large-enterprise security leaders lack full visibility into AI agent identities; 95% doubt they could detect a
compromised agent.

CISO  SURVEYS  VIA  STR ATA,  2026

The HR question is still unowned in many companies: when capacity is part human and part

agent, who plans it, who governs it, and who manages the humans who manage the agents? "Agent

manager" postings exist today. The workforce plan that counts only people is already wrong at BNY,

and will be wrong at your portfolio companies inside this fund cycle.

THE  MOVE

Draw the agent boundary per function, on one page: what agents own, what humans own, what pairs,

who signs for each agent's access and output. Put digital capacity in the workforce plan with an

owner, a unit cost, and a review cadence. HR has a credible claim to this work because it already owns

workforce planning, but the claim has to be demonstrated in the operating model. The accountable

seat is the subject of a companion paper, The Chief Work Officer.

09 Planning a workforce that includes agents
NEW

Did not exist in
2024.
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THE  SECOND  CHAPTER  THAT  DID  NOT  EXIST  IN  2024

Agents are one new workforce category the 2024 edition missed. Candidate fraud is the second. In

2024 the candidate was a person who might exaggerate. In 2026 the candidate might not be a

person. Generative AI turned hiring into the most exposed fraud surface in the people function, and it

is HR's problem before it is security's, because the fraud enters through the recruiting funnel on tools

HR owns.

Application volume makes verification harder. LinkedIn now sees roughly 11,000 applications a

minute, up 45% in a year (New York Times, Jun 2025), and about 45% of applicants use AI to produce

them (Canva survey, 2025). Gartner projects that by 2028, one in four candidate profiles worldwide

will be fake. In the same survey, 6% of 3,000 candidates already admitted to interview fraud (Gartner,

Jul 2025).

41%
of security, IT, and fraud leaders say their organization has already hired and onboarded a fraudulent
candidate. 88% face deepfake or impersonation attempts at least occasionally; only 28% have prioritized
deepfake-resistant verification.

GETREAL  SECURITY,  DEEPFAKE  READINESS  BENCHMARK,  FEB  2026

This threat is real, and it is sophisticated. CrowdStrike's 2025 Threat Hunting Report documents

North Korean operatives ("Famous Chollima") infiltrating more than 320 companies, up 220% year

over year, weaponizing generative AI at every stage: thousands of synthetic identities, real-time

deepfakes that let one operator interview for the same role as several people, AI to pass technical

assessments, and AI chatbots after hire to hold several jobs at once (Aug 2025). It cuts both ways,

too: AI-generated job scams impersonating real employers are rising in parallel, so trust in the hiring

channel is eroding from both ends.

VERIFY  BEFORE  THE  BADGE:  IDENTITY  GATES  IN  THE  FUNNEL

Apply › Screen › Interview › Offer › Badge

Identity checks at the gold gates: before a live interview, before the offer, and at onboarding. One check at the very

end is too late to help.

THE  MOVE

Put identity and provenance into the hiring funnel the way Chapter 4 puts adverse-impact analysis into

screening, at the gates drawn above rather than once at the very end. Treat any fully remote, camera-

optional, assessment-only pipeline as high risk, and add liveness checks there first. Name an owner for

candidate-fraud response before you need one, and write the policy now, while it is still a process

question rather than an incident report. The counterpart to "audit for the courtroom" is "verify before

the badge."

10 Identity verification belongs in the hiring funnel
NEW

Did not exist in
2024.
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KEEPING  SCORE

Wrong mechanism, right conclusion

We expected regulators to drive audit discipline. The plaintiffs did it. The EEOC withdrew, the EU

deferred, Colorado gutted its act, and the enforcement wave arrived through the courts instead.

Audit anyway. The enforcement moved to the courts, and the requirement is unchanged.

We underweighted the entry level

The job impact concentrated on the youngest workers faster than we projected: a 13 to 16% relative

employment decline at ages 22 to 25 in exposed occupations, and new grads down to 7% of Big

Tech hiring. The adjustment is being carried by the people with the least institutional power.

We did not say the words "agents" or "deepfake"

Nobody gets those back. The 2024 edition treated AI as a capability inside tools. Twenty-one months

later it is a workforce category with logins and a spend line growing 140% a year. And on the other

side of the funnel, it is an adversary sophisticated enough to interview in someone else's face.

Watching hardest: the two-worlds hypothesis

Our field hypothesis for 2027: the market is splitting into organizations retrofitting AI onto structures

built for a slower era, paying an unwind cost on every step, and organizations built AI-native from the

start, which run leaner and reconcile faster because there is nothing to undo. The early evidence is

anecdotal and we label it that way. If it holds, the next edition's question stops being who adopted

and becomes which world you built in.

Watching into 2027

Whether the EU's December 2027 date survives. Whether Mobley changes vendor contracting the

way securities litigation changed audit committees. Whether the rehiring wave teaches the redesign

lesson or just resets the cycle. Whether identity verification becomes a standard stage in the funnel

before the first bad hire forces it. And whether a chief work officer title appears on an org chart before

the function exists everywhere in practice.

ALSO  ON  THE  WATCH  LIST:  TWO  MORE  COST  LINES

This edition tracks AI taking cost out and, in chapter 9, prices what deploying it costs. Two further costs are

inflating in parallel: bidding for AI talent produced reported $100M signing offers (Fortune, Jun 2025) and

compensation for AI roles is still climbing (Forbes, Jan 2026), distorting the comp benchmarks HR plans

against. And AI is starting to compress the professional-services fees HR budgets around: legal,

accounting, and brokerage work priced by the hour (directional; TL Partners field observations). Both

belong in the 2027 edition's ledger.

Method and sourcing

Published research and reporting from 2025 to 2026, cited in line: SHRM, Gartner, McKinsey, BCG, MIT NANDA,

Stanford Digital Economy Lab, Pew, ILO, Challenger Gray, CrowdStrike, GetReal Security, The New York Times,

court filings, vendor disclosures, plus TL Partners field observations. The 2024 edition drew on 28 practitioner

interviews; this edition trades that intimacy for verifiability, and the 2027 edition will aim for both.

Companion papers: The Chief Work Officer and The Signal and the Noise. Full library at tlpartners.biz/library.

thomas@tlpartners.biz  ·  tlpartners.biz

What we got wrong, and what we are watching
SELF-SCORED

What we missed, in
our own words.

TL Partners · tlpartners.biz Page 15 of 15

https://tlpartners.biz/papers/TLP-Chief-Work-Officer-2026-07.pdf
https://tlpartners.biz/papers/TLP-Signal-and-Noise-2026-07.pdf
https://tlpartners.biz/library.html
mailto:thomas@tlpartners.biz
https://tlpartners.biz

	MasteringAI for HR
	What is in this edition
	PublishedTen figures, each with its source and its caveat.The scoreboard: ten numbers that tell the story
	SegmentationShape is real. Treat the decimals as soft.Three rooms, one profession
	Held upThe 2024 call, now more true.Start with the AI already in your HR stack
	Proven outWas a pattern in interviews. Now measured.Fluency matters, but managers are the constraint
	Got worseRight warning. The exposure grew.Keep consequential people decisions human
	Wrong mechanismRight conclusion, reached the other way.Audit for litigation as well as regulation
	Held upWith rehiring we did not predict.Work redesign determines whether job cuts hold
	Most validatedThe clearest call of the original eight.Automation without redesign still fails
	ContestedTwo readings are true in different rooms.HR's role in AI strategy is still contested
	Held upConsent now affects adoption and governance.Consent is now an operating requirement
	NewDid not exist in 2024.Planning a workforce that includes agents
	NewDid not exist in 2024.Identity verification belongs in the hiring funnel
	Self-scoredWhat we missed, in our own words.What we got wrong, and what we are watching
	Wrong mechanism, right conclusion
	We underweighted the entry level
	We did not say the words "agents" or "deepfake"
	Watching hardest: the two-worlds hypothesis
	Watching into 2027



