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Ol THE CRISIS WE'RE NOT TALKING ABOUT

Organisations keep asking why their
people aren’t using the tools they spent
millions procuring.

1in 50 1in5

Al investments delivers transformational delivers any measurable return at all
value

The answer sits in HR’s domain — not because HR is an IT function, but because
adoption, capability-building, governance of human impact, and the trust that
makes Al adoption possible all live in HR's remit. The problem is simple: most
organisations treat HR as an implementation afterthought instead of a strategic
driver.

CPOs, CTOs and CEOs HR leaders building the Organisations that have
realising Al transformation internal case for a deployed Al and are
cannot succeed without different approach. puzzled by flat adoption
changing how HR curves.

operates.



Aible.

02 THE FOUR CAPABILITIES HR MUST BUILD

Al adoption does not fail for technical
reasons. It fails for capability reasons.

70%

of Al implementation challenges are
people and process related

10%

are technical

There are four specific capabilities HR must build to move an organisation from

scattered experimentation to embedded, adopted Al. Each one is owned by HR.

Each one determines whether Al sticks or stalls.

2.1 Alliteracy at leadership
level

Leaders cannot govern what they do not
understand.

2.3 Structured capability
building

The constraint is not willingness. It is
preparation.

2.2 Workforce architecture
redesign

Al transforms which work humans do at all.

2.4 Responsible governance &
trust

In a high-use, low-trust market, deployment
without trust stalls.
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2.1 Alliteracy at leadership level

Most senior leaders do not have substantive Al literacy — not one-hour overviews, but

literacy that lets them evaluate outputs, challenge assumptions, and redesign work in

an Al-enabled way.

THE CPO’S ROLE

Design and run structured Al
literacy programmes for the
entire leadership team — as
foundational infrastructure,
not optional upskilling.

2.2 Workforce architecture redesign

THE OUTCOME

Leaders can articulate what Al
means for workforce
architecture, not just
technology strategy — and
sponsor change without
creating trust deficits.

THE METRIC

100% of senior leadership
completes substantive Al
literacy within 90 days of
transformation launch.

Which roles compress? Which expand? Which become entirely new? How do you move

people from here to there without destroying capability or trust? These questions sit with

HR. Nowhere else.

THE CPO’S ROLE

Lead workforce design
conversations that precede

technology deployment. Map

role changes, identify gaps,
treat people as participants,
not casualties.

THE OUTCOME

The organisation knows what
the workforce looks like on the
other side — roles designed
around Al capability, not

bolted onto existing structures.

THE METRIC

A documented, board-
approved workforce
architecture spanning 18-24
months out. A people strategy,
not an Al strategy.
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2.3 Structured capability building

McKinsey found 48% of employees say they would use Al more with formal training. Yet
capability investment gets compressed or deferred until adoption is already failing.

THE CPO’S ROLE THE OUTCOME THE METRIC

Commission skills gap People have the skills to use Formal training completion
analysis. Run capability tools confidently before scale- rates above 80%. Skills gap
building in parallel with up. Managers know how to remediation on a
deployment — and build redesign work. Adoption documented timeline.
manager capability to follows naturally, not

redesign roles, the part most reluctantly.

training skips.

2.4 Responsible governance and trust-building

HR is the function uniquely positioned to build and hold the trust Al requires — through
transparent communication, employee voice in design, ethical role design, and visible
governance of human impact.

THE CPO’S ROLE THE OUTCOME THE METRIC

Design governance that keeps Employees see Al as Employee trust scores in Al
humans accountable for something done with them, deployment — as material as
consequential decisions, and not to them. Resistance is technical performance
create accountability for Al's lower, adoption is faster, metrics.

human impact — not just sustainability is built on trust,

technology performance. not compliance.
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03 THE SEQUENCING CHALLENGE

Four factors move in parallel.
Transformation can only move as fast as
the slowest one.

Push technology ahead of leadership readiness and you get backlash. Defer
deployment waiting for perfect cultural readiness and you lose ground. The CPO's
role is to diagnose which factor is the bottleneck and fix it — often while the others are

still building.
TECHNOLOGY LEADERSHIP CAPABILITY CULTURAL
readiness readiness readiness readiness

WHAT THIS LOOKS LIKE IN PRACTICE

Leadership first Almost always the bottleneck. Don't wait for organic buy-in — make the
case in terms leaders understand: legal risk, competitive position, talent
cost. Visible proof of value is the most effective tool.

Capability next Don't deploy faster than the organisation can absorb. Run literacy before
deployment, build champions at team level, and integrate Al into daily
workflows — habit formation precedes genuine adoption.

Culture follows As people become competent, anxiety decreases and adoption becomes
self-reinforcing — but only if governance is transparent and
communication is consistent.

HR’s role in driving Al adoption

06
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04 THE CPO AT THE TABLE

If HR is not at the centre of Al
transformation, it becomes an
implementation afterthought. And those
fail.

The CPO must hold an active executive seat in the Al transformation leadership group
— not an advisory role. This is not about HR’s importance. It is about where the
leverage actually sits.

01 Co-owns the Al strategy, not HR's response to it. The people strategy is decided in
real time, alongside technology strategy — not after.

02 Leads workforce design conversations that determine which roles change and
how. Prospective, not retrospective — it shapes what gets built.

03 Owns the 5:1 people-to-technology investment ratio. When organisations run the
inverse, it is because HR is not driving investment allocation.

04 Sponsors visible culture change. The organisation sees the CPO using Al in their
own work — because credibility travels from the function that leads workforce
change.

The people-to-technology investment ratio the CPO owns. Run

the inverse and adoption stalls before value lands.
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05 THE AOTEAROA OPPORTUNITY

New Zealand organisations have an
advantage most do not recognise.

15% 85%

of NZ organisations with Al plans are in are still at the early stage — still deciding
active adoption how to approach this

The organisations that move now — with HR genuinely leading workforce design
and executive sponsorship visible — will define what good looks like in Aotearoa.
Those that wait will find the conversation has moved on without them.

The competitive advantage is not in tool selection. It
is in how fast an organisation can move a workforce
from scattered experimentation to embedded,
trusted capability.
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Al adoption is a people problem
dressed as a technology one.

The organisations that move faster, further and more sustainably
are the ones that put HR at the centre of strategy, not at the
periphery of execution. Not because HR is more important than
technology — but because adoption is impossible without it.

ABOUT AIBLE

Aible is the Al:Workforce Transformation partner for leaders, functions and
organisations across Australasia. We help organisations move from
scattered Al experimentation to designed, embedded capability — starting
with HR, because workforce transformation starts with people. Business-
first, people-led, technology-agnostic.
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