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OI A DIFFERENT CATEGORY OF THING

The conversation most
organisations are still having is
already out of date.

Another panel. Another room full of smart people debating whether we are ready
for Al. And every time, the answer is some version of: we are working on it. That
working on it is almost always about productivity — implementation timelines,
change management, helping people not be afraid of the tools. All valid. All
necessary. And all, increasingly, beside the point.

Because the conversation most organisations are still having is about Al as
something you use. A faster search. A better draft. A time-saving assistant. That
framing made sense eighteen months ago. It is already out of date.

Agentic Al doesn' just assist. It reasons, decides and acts. It operates
autonomously inside workflows — not waiting to be prompted, but executing on
goals. It is already inside core business processes making consequential decisions
without a human anywhere near the loop.

When that happens, the question stops
being are we using Al? It becomes: who is
accountable when it gets something
wrong?
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02 NOT A TECHNOLOGY QUESTION

It is a governance question. A policy
question. And it is 100% an HR
question.

It is not really even a legal question — though the lawyers are certainly interested.
Because the skills, the structures, the oversight frameworks, the escalation paths,
the role clarity around who is responsible for what when an Al agent makes a
hiring recommendation, a performance assessment or a workforce decision —
none of that builds itself.

Someone has to do the work. And in most organisations, that someone should be
HR.

01 Someone has to design it

The oversight frameworks, escalation paths and role clarity that surround
an autonomous system don't appear on their own.

02 Someone has to own it

Accountability for what an agent decides has to sit with a named function
— not be distributed until it belongs to no one.

03 Someone has to be brave enough to say no

To say we are not moving forward until this is in place — even when the
pressure to move is real.
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03 THE ACCOUNTABILITY VACUUM

The governance gap is real, and it is
widening.

The World Economic Forum's recent work on agentic Al is unambiguous:
governance is lagging badly behind adoption speed. That is not a criticism so
much as a structural reality — the technology is moving faster than the policy and
oversight mechanisms that need to surround it.

In most domains, that lag is a problem. In HR — where Al is increasingly shaping
who gets hired, how performance is evaluated, and what workforce decisions get
made — the stakes are not abstract. They land on real people. They shape careers,
livelihoods and culture in ways that are difficult to unpick once the patterns are
set.

WHEN AN AGENT'S DECISION IS WRONG OR HARMFUL — WHO OWNS IT?

The vendor? The implementation team?

The manager who signs off on outcomes they don't fully understand?

The organisation that deployed it without adequate governance?

Right now, in most organisations, the honest answer is: we haven't really worked
that out yet. The bias risks alone should be keeping HR leaders up at night. But so
should the accountability vacuum.
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04 GUARDRAILS BEFORE YOU NEED THEM

The ones who navigate this well
won't be the fastest.

They will be the ones that built the guardrails before they needed them. In
practice, that comes down to three commitments.

01 Treat agentic Al as a workforce risk

Build governance frameworks that frame it as a workforce risk — not just a
technology project.

02 Set accountability before deployment

Clear accountability structures established up front — not post-incident
reviews after something has already gone wrong.

03 Give HR a seat when systems are scoped

HR at the table when agentic systems are being scoped — not just when the
change management plan needs writing.

It also means being willing to slow down. Which is genuinely hard when the
competitive pressure to adopt is real, the vendor promises are compelling, and the
board is asking why you are not further along.

But speed without structure is not
leadership. It is just momentum.
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THE QUESTION IS ALREADY YOURS

Pick it up proactively — or
explain later why no one saw it
coming.

If you are in an HR leadership role right now, the agentic Al
question is already yours — whether you have been invited into
the conversation or not. The question is whether you pick it up
proactively, or wait until something goes wrong and you are the
one being asked to explain.

| know which position | would rather be in.

FURTHER READING

World Economic Forum — How to prepare for an agentic Al-driven
future. weforum.org/stories/2026/03/how-to-prepare-for-an-agentic-a
i-driven-future
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