Making the Case for
Al in HR: A Guide to
Getting Approval

A Practical Checklist for HR
& Transformation Leaders




Workforce transformation is no longer
optional — and CHROs are moving quickly
from asking “Should we invest in Al?” to “How
do we implement it responsibly, at scale?”
There's growing consensus that Al has the
power to transform how organizations hire,
mobilize, and upskill their people.

In fact, 79% of business leaders say Al adoption
is critical to staying competitive, according

to Microsoft and LinkedIn’s 2024 Work Trend
Index Annual Report. But 60% admit they lack
a clear implementation strategy, and 90% of
HR teams that pilot Al tools never move them
into production (Forbes). Why? Because while
enthusiasm is high, ROl is often unclear.
Without a tangible, credible value case,

budgets are hard to secure.

While 42% of CHROs are
prioritizing investments in Al, only
5% of HR teams feel fully prepared
to implement it effectively.

— Korn Ferry

Getting signoff to invest in Al tools — especially
in HR — requires more than a vision. It demands
a structured, business-focused argument that
connects Al capabilities to strategic outcomes,
risk mitigation, and operational efficiency.

This guide is designed to help HR and
transformation leaders do exactly that. Whether
you're pushing for a targeted pilot or a full-
scale rollout, the following checklist and talking
points will help you build confidence, win over
stakeholders, and move from experimentation
to execution.
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1. Define The Problem In Business Terms

To build a strong case for Al in HR, start with the outcomes that matter most to the business: growth,
transformation, innovation.

Many organizations are trying to scale rapidly, evolve their operating model, or compete in new markets
— but are being held back by workforce blind spots. Hiring is slow or misaligned. Internal talent is
underused. Skills data is incomplete or siloed. And workforce planning remains reactive and fragmented.

Companies are also grappling with the massive question of how and where to bring in Al agents to carry
out repetitive tasks, and what that might mean for the wider workforce and org chart.

48% of HR leaders said the demand for new skills is evolving
faster than existing talent structures and processes can support.

! 7~
U . — Gartner

Al becomes relevant when positioned as the way to solve these high-impact challenges — not as a
separate initiative, but as a smarter, faster way to achieve what the business already cares about.

Accelerating business growth Mitigating risk and reduce inefficiency

e Improve hiring speed and accuracy for e Avoid overhiring, duplication, or resourcing gaps

ritical rol . .
criticatroles e Strengthen succession planning and future

e Redeploy talent faster as priorities shift workforce readiness

e Calibrate vacancies to real business needs e Improve compliance and auditability through

Enabling transformation Letier aaia vislioliy

e Build a skills-based workforce model to ITEIRERATEE) TR EEs Sl

support structural or strategic change e Model workforce scenarios to adapt to market
. s iti
e Identify capability gaps across departments eemelions
or regions e Respond faster to talent disruption or skills
shortages

e Support M&A integration with clearer talent
mapping and planning e Shift from static headcount planning to

Unlocking innovation dynamic task-based planning

® Increase internal mobility and uncover
underutilized skills

® Support new product or market initiatives
with faster talent alignment

e Reduce dependency on external hiring by
better using what you already have
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https://www.gartner.com/en/newsroom/press-releases/2025-03-11-closing-skills-gaps-at-scale

2. Choose a Clear, Actionable & Manageable
Use Case

When deploying Al in HR, start with a focused, high-value use case that’s easy to tie to a
current business priority. The best starting points are those where impact is visible quickly,
the data foundations already exist, and adoption won’t require major workflow disruption.

Here are eight connected use cases that can demonstrate value fast — and unlock
broader transformation over time:

BUILD A REAL-TIME VIEW OF WORKFORCE CAPABILITIES

Enrich fragmented data across your HR systems to create a live, skills-based view of
your people — plus a task-based view of the work they do. That visibility powers smarter
planning and redeployment.

Metric: Percentage of workforce with up-to-date, validated skill profiles; increase in
redeployment rate or internal fill rate.

BUILD AND MAINTAIN A SCALABLE SKILLS LANGUAGE

Use Al to connect roles, tasks, learning, and mobility into one dynamic framework, so
skills become a common language across the business. This improves decision-making,
alignment, and agility.

Metric: Reduction in time to update job architectures or skills taxonomies; consistency
of skills used across systems (e.g., learning, performance, talent acquisition).

ACCELERATE CANDIDATE PIPELINING

Use Al to match candidates to roles based on underlying skills and inferred potential —
not just titles or keyword hits. This helps recruiters uncover qualified talent faster,
reduce bias, and boost quality-of-hire.

Metric: Time to shortlist or time to qualified applicant (TTQA); quality-of-hire scores
(e.g. hiring manager satisfaction, performance at 90 days).

4% of HR professionals say Al makes it easier
74% to find qualified candidates.

— Linkedin



https://news.linkedin.com/2025/talent-campaign-b2b-press-release

CALIBRATE VACANCY REQUIREMENTS BASED ON REAL
SKILLS AND TASKS

Stop relying on outdated job descriptions. Al can align open roles
to the actual tasks and capabilities required, improving hiring
accuracy and reducing misalignment.

Metric: Reduction in hiring mismatches or offer rejections;
improvement in first-year performance or retention.

INCREASE INTERNAL MOBILITY THROUGH
PERSONALIZED OPPORTUNITY MATCHING

Al can continuously match employees to new roles, projects,
and development opportunities — helping them grow and stay
engaged, while filling critical skills gaps (and avoiding additional
costs from contingent labor).

Metric: Increase in internal mobility rate; reduction in average
cost per hire or external recruiting spend.

PERSONALIZE THE CANDIDATE AND EMPLOYEE
EXPERIENCE AT SCALE

From job recommendations to upskilling suggestions, Al helps
tailor every interaction, so your talent journeys reflect real
interests and aspirations — not generic workflows.

Metric: Candidate NPS or employee experience scores; increase
in learning engagement or development plan adoption.

PLAN AND ADAPT WITH GREATER AGILITY

Model different workforce scenarios in real time: What happens
if you grow a team in a new market? Automate a core task?
Lose a critical skill? Al makes it possible to forecast and adapt
continuously.

Metric: Speed to plan (e.g. time taken to produce workforce
plans); % of workforce aligned to future-ready skills.

With Beamery’s
Al-powered solution,
Flex saw the
following results:

97%

reduction in job

description complexity
from 1,200 job descriptions
into 40 consistent,
standardized skills-based
compositions

17 days

from data capture to

delivery for critical job
profiles inside the organization

89%

reduction in time
spent on consolidating
job descriptions,

cutting down an estimated
4-6 months of manual

work for the client

@ TIP

Having a “digital organizational twin” powered by Al drastically reduces the risk
of making bad decisions. Model it out with data instead of making irreversible

changes in real life...

FREE UP HR RESOURCES TO FOCUS ON MORE STRATEGIC WORK

By automating repetitive admin and surfacing the right insight at the right time, Al gives HR
professionals the bandwidth to lead (not just manage) the workforce of the future.

These use cases are not theoretical. Forward-looking HR teams are already deploying them to solve real
problems and unlock measurable value — from faster hiring to improved retention and workforce planning.
The key is to start with what matters most today, while laying the groundwork to scale tomorrow.
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https://beamery.com/resources/blogs/what-is-a-digital-twin-organization

3. Highlight Usability & Trustworthiness

5} 5} 75% of HR leaders cite bias as a top concern when adopting
=RIg= Al, second only to data privacy.

o
= _ Warden Al

To move from experimentation to adoption, trust is critical. Many senior leaders are enthusiastic about
Al, but they need proof that it is safe, explainable, and ready for an enterprise. Let’s break down the key
sections to evaluate..

SAFETY FIRST: BUILDING CONFIDENCE IN RESPONSIBLE Al

Transparency

Is the Al explainable”? Users should always understand when and how they’re interacting with Al. Look
for systems that provide clear, in-app explanations or audit trails for Al-driven decisions. This ensures
users are never in the dark about what the Al is doing or why.

Governance

Is the Al built following robust ethical principles and aligned with evolving compliance frameworks?
Confirm that your vendor complies with regulations such as the EU Al Act, GDPR, and industry
best practices. They should have a governance model that prioritizes fairness, accountability, and
transparency at every stage — and ideally an online destination (see this example) that provides
evidence of security and privacy credentials.

Fairness

Has the Al been independently audited for bias”? Demand evidence of regular third-party audits covering
key dimensions like gender, race, age, and disability. Transparency in sharing fairness metrics signals a
genuine commitment to minimizing discriminatory outcomes and fostering equitable decisions. Warden
Al is one example of a vendor providing independent audits of Al software for HR — and Beamery is one
customer who makes their results public on a live trust center.
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https://beamery.com/resources/whitepapers/the-state-of-ai-bias-in-talent-acquisition-2025-warden-ai-report
https://trust.beamery.com/
https://trust.warden-ai.com/beamery/ai-talent-match

85% of audited models meet industry fairness
" thresholds, and Al outperforms humans in fairness
85% metrics, scoring 0.94 vs. 0.67 for human-led hiring

— Warden Al

Training Data Quality

What kinds of data feed the Al? Does your vendor have clearly established guardrails, to ensure data is
within well defined parameters? Be sure to understand the sources, diversity, and structure of training
data. Opt for vendors who use anonymized or de-identified, non-personally identifiable information,
maintain proprietary and evolving knowledge bases, and avoid training models on sensitive customer
data directly.

Security

Are enterprise-grade security measures in place? Look for certifications such as ISO 27001, ISO
42001, SOC 2 Type 2, and robust role-based access controls. Rigorous security protocols and regular
penetration testing safeguard sensitive employee data and protect organizational trust.

Human Agency

Does the Al augment human decision-making rather than replace it? Ensure systems allow human
oversight, configurable approval flows, and the ability to override Al recommendations. This preserves
accountability and nuanced judgment essential in talent decisions.
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Responsible & Ethical Al From Beamery

With our Al Trust Center, Beamery leads with Responsible Al: ensuring fairness, transparency,
and compliance every step of the way.

QR

ARRRRR

The first HR tech company to undergo regular independent Al bias audits,
which not only meet but exceed the requirements of NYC Local Law 144

Early signatory of the EU Al Pact; compliant with global data privacy laws, the
EU Al Act Principles, and the UK’s Responsible Al in Recruitment guidance

Al recommendations come with clear, in-app explanations showing exactly why
candidates are matched

Customer data is never used to train models — only de-identified, non-PIl data
is leveraged

Human decision-makers remain central: Al supports, not replaces, recruitment
and workforce decisions

Proprietary Knowledge Graph powers high-quality, clean, and evolving talent
data — aligned to your organization’s unique roles and skills

Flexible deployment and transparent insights build confidence and accelerate
adoption across your teams

Security industry-leading standards like ISO 27001, ISO 42001, SOC 2,
and CSA STAR.

Beamery’s Al is designed to be ethical, trustworthy, and user-friendly — helping HR teams
act faster and smarter with confidence.

S
|
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https://trust.beamery.com/?product=beameryai

USABILITY: SEAMLESS INTEGRATION AND EMPOWERMENT

Integration

Can the Al solution connect seamlessly with your existing platforms like SAP SuccessFactors
or Workday”? Strong, standardized integrations enable smooth data flow and allow Al to support
downstream HR workflows efficiently without costly system overhauls or disruption.

Explainability & Control

Beyond transparency, the Al should empower users with easy-to-understand insights and controls.
This includes in-app explanations, configurable approval workflows, and clear notifications when Al is
influencing decisions, making it straightforward for users to trust and collaborate with the technology

User Experience

The Al should be embedded into familiar workflows with minimal friction — no extra logins or tools
required. Intuitive interfaces and proactive recommendations reduce the learning curve and boost
adoption across HR teams.

AGENTIC Al FORHR

Agentic Al represents the next phase of evolution in Al technology — shifting from reactive tools
to proactive systems that can take initiative on behalf of the user, while maintaining oversight.

But it’s not a magic switch you flip, and it’'s not a label you slap on existing features. For HR
practitioners, it's an evolution in how Al supports workforce decisions: moving from passive tools
to proactive partners.

As you evaluate Al claims from HR tech vendors, we recommend asking:

e \What recommendations can this system make without being prompted?
e How does it connect data across the talent lifecycle?

e What level of oversight and transparency does it provide?

e Which elements should be handled by an agent vs a human?

® How can | ensure the treatment of candidates will not suffer as part of this?

® Am | taking on more business risk by adopting this product?



https://beamery.com/resources/blogs/agentic-ai-in-hr-what-it-is-what-it-isn-t-why-it-matters

4. Build A Case For ROI, Without Overpromising

Companies using Al effectively in HR are:

1.3x 1.2x

more likely to be highly effective more effective at data-driven
at recruiting people decisions and

- McLean & Company, 2025

It's not just about effectiveness: a recent McKinsey survey
found that HR is the business function seeing the most
meaningful cost reductions from GenAl. But your senior
stakeholders want clarity on what they will specifically get in
return from Al investments in HR.

Even at an early stage, it's critical to set realistic expectations
and define concrete metrics to track progress.

Set realistic ROl expectations: Typical returns range between
400-800% ROI. This should be linked to measurable
improvements such as:

e Reduced time to shortlist or time to qualified applicant (TTQA),
and improved quality-of-hire (measured by hiring manager
satisfaction and 90-day performance reviews).

e Reduction in offer rejection rates and fewer hiring
mismatches, alongside gains in first-year retention and new
hire performance.

e Increased percentage of employees with validated, up-to-date
skill profiles and higher internal fill or redeployment rates.

e Growth in internal mobility rate and reductions in average
cost per hire and external recruiting spend.

To make the case, the conversation needs to shift:

e From efficiency to outcomes
e From tools to transformation
e From Al-as-a-service to Al-in-the-service-of-strategy

Technology today should do more than just automate —
it must enhance human abilities and create new ways of
working. Measuring the value of technology today means
looking beyond simple cost savings to include its impact
on people’s experience, innovation, and overall

business success.

14x

more effective at learning and
development

6 6 As technology’s
role and potential impacts

become more complex, so
does the value case for it.”

— Deloitte.
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5. Anticipate (& Tackle) Common Objections

Pre-empt the questions your stakeholders will ask and have strong responses ready.

Objection

“We're not ready for Al”

“This will disrupt our systems”

“Is it compliant?”

“Will people use it?”

“How do we know it’s safe?”

Al can introduce bias into our hiring practises”

“What if the Al matches someone we
don’t agree with?”

"Data security and privacy are too high a risk.”

“Integration will be too complex/costly”

Response

“That’'s why we're starting with one/two targeted
use case(s) — to prove value and learn fast.”

“This tool integrates with our existing tech stack
— no overhaul required.”

“Yes — it's explainable, bias-audited, and built with
the EU Al Act, GDPR, NYC Law 114, and EEOC
compliance in mind.”

“It's embedded into the workflows teams already use —
no extra tools or logins. There’'s an Al agent that makes
the tool really easy to interact with and get value from.”

“This vendor has enterprise-grade security, controls,
and proven success with similar companies.”

“An independent third-party auditor conducts monthly
bias audits on gender, race, ethnicity, age, and disability.
Al actually outperforms humans in fairness
metrics, according to Warden Al”

“This Al doesn’t automatically hire or screen
out candidates. If you don’t agree with the score,
a human can choose to ignore it.”

“This solution adheres to the highest security and
privacy standards, including 1SO 27001, ISO 42001,
SOC 2 Type 2, GDPR, and CPRA.”

“This solution works smoothly with existing HR systems
via standardized integrations — no major IT overhaul
needed, and it keeps sensitive data handling minimal.”

N
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6. Lay Out A Clear Plan For Rollout & Success

To move Al adoption beyond a pilot or experiment, it's essential to demonstrate
a thorough, well-thought-out plan addressing not just technology, but people,
processes, and measurable outcomes. You will need to be prepared to outline:

e Stakeholders involved (who owns what)
@ Success metrics (what you'll track)
e A phased rollout plan (e.g. pilot team, timeline, expansion path)

e Change management and enablement plan, including training materials

STAKEHOLDER ENGAGEMENT & ROLES

Early and ongoing involvement of key stakeholders is critical for adoption and
success. Typical participants include:

e HR leadership: owns overall strategy and success criteria
e Business unit managers: identify talent needs and drive local adoption
e IT: responsible for integration, security, and technical support

e Compliance: ensures regulatory and ethical standards are met

e Frontline users: day-to-day operators who provide feedback and adoption insights

Clearly define responsibilities such as who owns the pilot, who approves changes,
and who champions adoption. Engaged stakeholders help anticipate challenges,
align expectations, and champion the Al initiative across the organization.

oA |




SUCCESS METRICS

Define what success looks like with clear, quantifiable KPlIs tied to business outcomes. For example:

e Hiring Efficiency: Time to shortlist, time to qualified applicant, time to hire

e Talent Utilization: Internal mobility rates, redeployment success

e Quality of Hire: Hiring manager satisfaction, new hire retention and performance

e Cost Metrics: Reduction in external recruiting spend or agency fees

Tracking these metrics throughout the rollout keeps the project focused and provides concrete

evidence of value to stakeholders.

PHASED ROLLOUT PLAN

Break down your implementation into manageable stages. Start with a focused pilot on a specific team
or use case, setting a realistic timeline (e.g., 3 months) and clearly defined milestones. This minimizes risk
and allows you to learn and adjust before broader deployment.

The plan should also define how you will expand the Al solution — whether by department, geography, or
use case — and the criteria for scaling.

N
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SPOTLIGHT: BEAMERY’S TALENT SPRINT

Beamery’s Talent Sprint is a targeted, accelerated
program designed to help organizations quickly
unlock actionable insights from their workforce
data and address pressing talent challenges.

Key aspects of the Talent Sprint include:

e Rapid, Flexible Deployment: Starts with
focused use cases — no major system
overhauls required — and scales across teams
and departments as needed.

e Al-Powered Skills & Task Mapping: Utilizes
proprietary Al technology to analyze and
connect skills, roles, and tasks, providing a
clear picture of internal talent supply and gaps.

@ Business-Centric Focus: Tailored to answer
critical workforce questions such as talent
readiness, redeployment opportunities, and
hiring priorities aligned with business goals.

® Measurable Impact in Weeks: Delivers insights
and recommendations within 4-6 weeks,
enabling fast, data-driven decisions and
early demonstration of ROI.

Beamery’s Talent Sprint supports organizations
in navigating workforce disruption with agility,
building a foundation for scalable

talent transformation.

N
ll\’ Making the Case for Al in HR: A Guide to Getting Approval 14


https://beamery.com/resources/beamery-product/talent-sprint-overview

CHANGE MANAGEMENT & ENABLEMENT

Al adoption depends on people’s willingness and ability to use new tools effectively.
Develop comprehensive change management plans that include:

e Training sessions tailored to different user groups

e Clear communication on the benefits and purpose of the Al solution

e Easily accessible support materials and help resources

e Feedback mechanisms to capture user experiences and continuously improve the solution

e Empowering users with knowledge and support reduces resistance and accelerates adoption.

‘

CLOSING YOUR PROPOSAL:

Wrap up your Al investment proposal with a clear, low-risk ask that makes it easy for decision-makers
to approve next steps:

“We're requesting budget approval to launch a 3-month pilot with [X tool].”
“Wed like to proceed with vendor due diligence and security review.”

“We seek sponsorship to include this Al use case in our FY26 transformation plan.”
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HR Al Selection & Implementation Checklist

Business Problem & Use Case Identification
[] Have you clearly defined the specific business problem this Al initiative aims to solve?

[ ] Have you identified a high-impact use case that is feasible to implement now?

Data Readiness & System Compatibility
[ ] Do you have access to the relevant workforce data required to power the solution?
[] Will the Al tool integrate into your current systems and workflows without major disruption?

[ ] Can integrations be tested during a pilot phase?

Stakeholder Alignment & Ownership
[ ] Are key stakeholders aligned on goals, scope, and expected outcomes?

[] Are roles and responsibilities for stakeholders clearly defined, including pilot ownership, approvals,
and change champions?

[] Is ongoing stakeholder engagement planned throughout rollout and scaling?

Transparency & Explainability
[ ] Can the system explain its recommendations in plain language?
[] Are users always aware when interacting with Al rather than a human?

[ ] Does the product include in-app explanations or audit trails for Al-driven decisions?

Governance, Compliance & Ethics
[] Is the Al built and deployed in line with ethical principles (fairness, accountability, transparency)?

[] Is the vendor compliant with major regulatory frameworks and industry standards (e.g., EU Al Act,
GDPR, New York LL 144 EEOC, ISO 42001)?

[] Are legal and compliance risks regularly reviewed and mitigated, especially as regulations evolve?

[ ] Has the Al been tested and audited by a third party for bias across key dimensions (gender, race, age,
disability)?

[ ] Are fairness metrics shared with customers or available for review?
Training Data Quality
[] What types of data are used to train the Al (e.g., de-identified, non-PlIl, diverse sources)?

[] Is customer data used to train the model, or kept isolated?

[] Does the vendor maintain a proprietary, evolving skills/talent knowledge base?

N
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Human Oversight & Control

[] Is the Al designed to augment, not replace, human decision-making?

[ ] Can users easily override or adjust Al recommendations?

[] Are approval flows or review checkpoints configurable?

[ ] Are boundaries between Al-driven automation and human decisions clearly established and governed?

[] Is there transparency and auditability in Al decisions to support trust and accountability?

Security & Robustness
[ ] Does the vendor meet enterprise security standards (ISO 27001, SOC 2, etc.)?
[ ] Are role-based access controls and audit logs in place?

[ ] Has the system passed internal or external penetration tests?

ROI & Success Metrics

[ ] Have you set realistic ROl expectations linked to measurable improvements?
[] Are success metrics linked explicitly to business outcomes and user adoption?

[ ] Is there a process for ongoing performance monitoring and KPI adjustment based on learnings?

Change Management & Adoption

[] Is there a clear rollout and change management plan, including training and enablement?
[] Are training sessions included as part of the purchase?

[] Are training materials tailored by user role and updated regularly?

[ ] Is there a communication plan to keep different user groups informed and engaged?

[ ] Are roles and responsibilities defined for implementation, support, and adoption?

[] Is there a mechanism to collect user feedback and address adoption barriers continuously?

Deployment & Scalability
[] Is there a phased rollout plan with clear milestones and criteria for expansion?
[ ] Can the solution scale smoothly across teams, geographies, and use cases without disruption?

[] Is deployment flexible, allowing you to start small and grow with organizational needs?

Vendor Support & Partnership

[ ] Does the vendor provide ongoing support, updates, and proactive change enablement?

[] Is there transparency regarding the vendor’s Al development roadmap and ethics commitment?
[] Are training and enablement resources available to support long-term success?

[ ] Is the vendor’s roadmap aligned with your organization’s strategic talent goals?

Download checklist

N
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How Beamery Accelerates Al-Powered
Workforce Transformation

Once your strategy is clear, success depends on execution .. and that’s
where Beamery delivers measurable impact fast.

Our connected execution layer empowers Talent Acquisition, Talent
Management, and HR teams with Al-driven tools designed to reduce
talent risk, increase fairness and precision, and provide continuous
visibility into outcomes.

Beamery transforms workforce intelligence from static data into
actionable insight, giving you a live, unified view of your talent
ecosystem (internal, external, and alumni) and the work to be done.

With Beamery, your teams gain confidence and clarity through:

® Smarter sourcing strategies that address talent scarcity by
targeting the right skills, markets, and candidate pools

e Precise talent matching, leveraging Al-powered segmentation to
unify internal mobility, external hiring, and alumni networks under
one intelligent platform

e Always-on pipeline building and nurturing, so you never miss the
chance to engage high-potential talent early and often

e Role redesign, driven by skill-task alignment to ensure every
position reflects real work and evolving business needs

e Real-time reporting and insights that track outcomes and empower
continuous improvement across your talent teams

Business leaders, and particularly HR teams, may worry they will never
get Al approved by their legal and compliance teams. Luckily, Beamery
is at the forefront of Al ethics and regulatory compliance, proactively
building our solutions to meet and exceed requirements like the EU Al
Act, ensuring your legal peace of mind.

Together, these capabilities unlock a new level of workforce intelligence,
helping you anticipate talent risks, align people to strategic goals, and
drive workforce agility.

Beamery is more than technology. It’'s the execution engine that turns
Al-powered strategy into real business results.
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Conclusion

Getting Al approved for HR is no longer about
introducing new technology: it's about enabling
business results. This guide gives you the
structure, language, and proof points to build
an investment case that resonates with legal,
finance, IT, and the C-suite.

Al'in HR isn’t a distant future — it's today’s
advantage. But to move forward, you need a plan
that’s strategic, ethical, and execution-ready.

With the right use case, a strong value case,
and the right partner, you can accelerate your
transformation — and lead your organization into
a new era of workforce intelligence.

Get in touch

Y,
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