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Executive Summary

Human resources are at a strategic inflection point.

The traditional HR Business Partner (HRBP) model has been foundational in
aligning talent with business strategy. However, it is increasingly constrained
by rising organizational complexity, accelerating change, talent scarcity, and
growing workforce expectations. At the same time, enterprise leaders expect
HR to operate with the same speed, analytical rigor, and measurable impact as
other core business functions.

HR must evolve from a responsive support function to a proactive driver of
enterprise value.

Leading organizations are shifting from process excellence to data excellence,
from siloed service delivery to integrated workforce management, and from
activity-based reporting to outcome-based accountability. This shift requires
more than incremental automation. It requires a new operating model.

Organizations are embracing agentic Al to enable this transition.

Unlike traditional automation that executes predefined tasks, Agentic Al
systems can plan, reason, and coordinate actions within defined guardrails.

In HR, this allows intelligent orchestration across workforce planning, talent
acquisition, performance, learning, and employee experience. Instead of
automating isolated tasks, HR can connect decisions across the talent lifecycle
and link them directly to business outcomes.

This evolution does not replace HR Business Partners. It elevates them

into HR Orchestrators.Equipped with agentic capabilities, HR leaders can

anticipate workforce needs, model scenarios, guide cross-functional action,

and ensure consistent execution at scale.

The impact is measurable: faster decision cycles, improved talent outcomes,

higher HR productivity, amplified stakeholder satisfaction, and stronger

alignment between workforce investments and financial performance.

This whitepaper outlines the case for HR orchestration powered by Agentic

Al. It defines the operating model shift, presents enterprise use cases, and

provides a governance-led roadmap for transformation. The goal is not to

digitize existing processes, but to build an intelligent HR function designed

for the speed and complexity of modern enterprise.
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Why Traditional HRBP Models
are Reaching their Limits

The HRBP model was designed to embed HR closer to the business, commonly as
part of an operating model that separates embedded HRBPs, specialist COEs, and
scalable shared services. In practice, global scale and organizational complexity have
exposed structural constraints that repeatedly pull HRBPs back into reactive support.

Reactive demand overwhelms strategic capacity

In many organizations, HRBPs are the “catch basin” for exceptions: escalations

from shared services, policy interpretation, manager capability gaps, urgent
employee relations issues, and ad hoc reporting. As volatility rises, this exception
volume grows faster than HR headcount. McKinsey observes that organizations

are innovating because classic operating model boundaries have become more
permeable, and many CHROs believe HRBPs often lack the time and sometimes the
skills to keep up with the pace of HR developments and business needs.

Fragmented data and processes block unified insight

HR orchestration problems are cross-domain by nature: workforce planning
touches finance; hiring touches operations and IT provisioning; retention connects
to performance, pay, manager effectiveness, schedules, and learning. When
systems and data remain fragmented, HR struggles to create consistent, end-to-end
accountability and real-time insight. McKinsey explicitly calls out the “patchwork of
fragmented data and processes” many organizations face when trying to deliver
world-class employee experience journeys.

Sources:
McKinsey | Deloitte | SHRM | BLS

Workforce planning demands exceed human-only processing

Strategic workforce planning increasingly requires scenario design,

skills intelligence, and dynamic allocation of talent, not just headcount
reconciliation. Deloitte’s framing emphasizes workforce planning as a
crossroads of finance, technology and Al transformation, and human

capital strategy, requiring broader capabilities such as work redesign and
dynamic resource allocation. The Society of Human Resource Management
(SHRM) further highlights a maturity gap, citing that only a small minority of
organizations demonstrate strategic maturity in workforce planning, which
underscores how uneven readiness is for modern, predictive approaches.

Talent volatility raises the cost of slower decisions

In environments with elevated job switching, turnover risk is a direct financial
and operational issue. The data from U.S Bureau of Labor Statistics provides
an ongoing view of separations and quits in the U.S. labor market, reinforcing
that churn is a persistent operational reality leaders track.

Furthermore, SHRM notes that replacement costs can range widely (for
example, 50% to 200% of salary depending on role), which makes retention,
redeployment, and quality-of-hire decisions financially consequential.

The HRBP model is foundational, but on its own it does not scale to the
decision velocity and cross-functional coordination required in large
enterprises. Modern HR needs a higher-order operating capability that
integrates sensing, decisioning, and activation across the hire-to-retire
lifecycle. That capability is HR orchestration.
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HR Orchestration
and Agentic Al

HR orchestration is an operating capability, not a new org chart paradigm.
It is the ability to coordinate talent strategy and workforce execution across
functions, systems, and stakeholders so that outcomes are consistent,
measurable, and aligned to enterprise priorities. Think of it as moving from
“supporting HR activities” to “steering a talent system.”

McKinsey’s view of evolving HR operating models includes shifts that
align directly with orchestration: integrating design and delivery with
end-to-end accountability, productizing HR services, defining employee
experience journeys, and moving from process excellence to data
excellence using Al and ML. Orchestration is what makes these shifts
operationally real.

Agentic Al is what turns orchestration from aspiration into execution

Traditional automation handles rules-based tasks. Agentic Al goes
further by supporting dynamic work that requires reasoning, planning,
and coordinated multi-step execution within defined guardrails. It
shifts Al from assisting with tasks to driving goal-based action across
interconnected HR workflows, with human oversight built in.




In HR, this means moving beyond automating individual transactions to orchestrating end-to-end outcomes.

FOR EXAMPLE

Reducing regrettable attrition within a critical role family by identifying risk patterns, recommending targeted
interventions, triggering manager actions, and monitoring results.

Shortening time to productivity during a new plant ramp-up by coordinating hiring, onboarding, learning,
provisioning, and workforce analytics in a unified workflow leveraging specialized agents.

Agentic Al in HR is an Al-enabled system of work that:

« Interprets workforce signals

« Recommends or initiates next-best actions across multiple HR domains

- Learns from outcomes, while operating within explicit guardrails, privacy constraints, and human
oversight requirements




Enterprise Use Cases for
Agentic HR Orchestration

Agentic HR orchestration becomes tangible through enterprise use cases
that connect workforce insight to coordinated action. The following instances
illustrate how Al-enabled orchestration drives measurable impact across
planning, retention, mobility, hiring, and learning.

Workforce planning orchestration

Modern workforce planning requires integrated scenario modeling across
demand signals (growth plans, production schedules, project pipelines),
supply signals (skills inventory, internal mobility, external labor supply), and
constraints (budget, compliance, location, shift patterns). Deloitte describes
a reimagined approach that sits at the crossroads of finance, technology /
Al transformation, and human capital strategy, including dynamic resource
allocation and work redesign.

Agentic HR orchestration can translate scenarios into activation plans such
as initiating internal mobility campaigns, prioritizing recruiting pipelines, or
triggering learning pathways for emerging skill needs.
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Predictive attrition mitigation

Attrition is both a cost problem and a continuity problem. SHRM highlights
that employee replacement costs can be substantial and vary widely by

role level, reinforcing why early risk identification and targeted interventions

matter.

An agentic approach goes beyond labeling someone at risk. It can
recommend segmented interventions (manager coaching, schedule
stabilization, pay equity review, targeted development, internal
opportunities) and coordinate execution through HR case management,
manager workflows, and employee communications with human approval
for sensitive actions.

Skills intelligence and internal mobility at scale

Internal mobility is consistently linked to retention and engagement. It has

been reported that employees who move internally are more likely to stay.

Aptitude Research also emphasizes that internal mobility must become
easier and more personalized, not a process where employees do all the
work to discover opportunities.

Agentic Al can maintain a living skills graph, infer adjacent skills, match
employees to roles or project gigs, and generate development journeys
that connect learning content, mentoring, and stretch assignments, with
transparent governance and opt-in experience design.

Intelligent hiring optimization

Gartner notes that organizations are increasingly embedding Al across
the employee lifecycle, from recruitment and onboarding to learning and
talent management, and that Al in HR” is moving from experimentation
toward a differentiator, even as the market contains significant hype and
uneven usability.

An orchestrated, agentic pattern focuses on outcomes: quality of hire,
time-to-fill, offer acceptance, first-year attrition, and candidate experience.
It also ensures compliance for automated decision tools, bias audits
where required, and documentation for how Al is used in selection-
related processes.

Learning investment optimization tied to performance

LinkedIn’s Workplace Learning Report emphasizes that aligning learning
to business goals is a top focus area and reflects the pressure on L&D to
prove measurable impact.

Agentic HR orchestration can connect learning assignments to role
requirements, compliance needs, and performance outcomes, then
continuously adjust recommendations based on effectiveness signals.

Sources:
SHRM | Aptitude Research | Gartner | LinkedIin Workplace Report
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The HR Maturity Model for Agentic Orchestration

HR transformation is evolutionary. Most organizations move through distinct maturity stages as they shift from operational service delivery to
intelligent workforce orchestration. Agentic HR does not replace earlier stages; it builds upon them by integrating intelligence, governance, and
coordinated execution.

Stage 1: Reactive HR @

At this stage, HR primarily 4
responds to requests and Operating pattern Manual service resolution and escalation management

resolves issues. Processes

are inconsistent, data is Typical tooling Email, ticketing systems, local spreadsheets

fragmented, and capacity is

consumed by exceptions.

What enables progression Standardized processes, clear routing models, and reduction of avoidable exception volume
\ >

@® Stage 2: Automated HR

4 A Automation reduces cost and cycle
Operating pattern Transaction automation and workflow digitization time for repeatable tasks such as
onboarding transactions, benefits
administration, and data updates.

Efficiency improves, but

Typical tooling Shared services platforms, workflow tools, robotic process automation, employee/manager self-service

decision-making remains largel
Shared data definitions, integrated systems, and end-to-end employee journey design rather than isolated : el

What enables progression : human-driven and reactive.
& task automation 0




Stage 3: Predictive HR

Organizations begin anticipating
risks such as attrition, hiring
bottlenecks, or skills gaps. Leaders
gain forward-looking visibility, but
insight often remains separate
from execution. Analytics inform
decisions, yet action still depends
on manual coordination.

-

Operating pattern Risk forecasting and analytics-led decision support

Typical tooling

Business intelligence dashboards, predictive models, workforce analytics platforms

What enables progression

\

measurable outcomes.

Embedding insight into operational workflows with defined actions, approvals, ownership, and

4

-
Operating pattern

Goal-based coordination across domains with governed autonomy

~

Typical tooling

Al agents integrated with workflow systems and a unified data backbone

What differentiates this stage
\

Continuous optimization loops that connect actions to measurable business outcomes and improve
performance over time..

@ Stage 4: Agentic HR Orchestration

At this stage, HR operates as an
orchestrated system. Al-enabled
agents interpret workforce signals,
recommend or initiate next-best
actions, coordinate across HR
domains, and learn from outcomes
within explicit governance guardrails.
The defining shift is from generating
insight to driving specific execution.
Workforce strategies translate into
coordinated actions across planning,
hiring, mobility, learning, and retention.




Turning Talent Strategy into Measurable Enterprise Value

Agentic HR orchestration is not a technology initiative. It is a performance strategy. Its value is realized through measurable improvements

in cost, productivity, speed, and workforce quality.

ey

Cost reduction

Attrition, inefficient hiring, and
reactive workforce decisions create
avoidable financial leakage. By
identifying risk earlier, optimizing
recruitment pipelines, prioritizing
internal mobility, and aligning learning
investments to role requirements,
organizations can reduce
replacement costs and improve
return on talent investments.

Smarter allocation of recruiting spend
and targeted retention interventions
translate directly into lower cost per
hire, reduced turnover expense, and
more efficient workforce planning.

@‘i@

Productivity gains

HR teams often spend significant time
coordinating across systems, chasing
approvals, and reconciling fragmented
data. Agentic orchestration reduces
administrative burden by embedding
intelligence into workflows and
automating multi-step coordination.

Business leaders benefit as well. Faster
access to workforce insights and
structured next-best actions enables
quicker, more confident decisions.

HR capacity shifts from transaction
management to strategic partnership.

Speed improvement

In volatile and talent constrained
markets, decision velocity is a
competitive advantage. Orchestrated
workforce planning, intelligent hiring
workflows, and proactive mobility
activation shorten time-to-fill, reduce
onboarding delays, and accelerate
redeployment during restructuring or
growth phases.

The result is faster alignment between
talent supply and business demand.

‘r
Quality enhancements

Beyond efficiency and speed,
orchestration improves workforce
outcomes. Integrated data and
governed Al support higher quality-
of-hire decisions, more personalized
development pathways, and earlier
intervention in retention risks.

Organizations see stronger first-
year performance, improved
engagement, and more stable
critical role coverage. Workforce
decisions become more consistent,
transparent, and aligned to

enterprise priorities.




Building Trust at Scale:
Governance for Agentic HR

Agentic HR orchestration operates in a high-impact and highly regulated
domain. Employment decisions affect individuals’ careers, organizational
reputation, and legal exposure. Governance must therefore be embedded
into the operating model, not added as an afterthought.

Avoiding the risks of fragmented Al

Many organizations begin with isolated Al tools such as a recruiting assistant
or a stand-alone attrition model. While useful, disconnected deployments
often create fragmented insights, inconsistent employee experiences, and
uneven governance controls.

In HR, where decisions are sensitive and regulated, inconsistent
oversight increases both operational and compliance risk. Orchestration
requires unified standards across data, models, workflows, and decision
accountability..

Human oversight by design

Human judgment remains essential, particularly for high-impact decisions
such as hiring, promotion, or termination-related actions.
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Human-in-the-loop must be clearly defined. Organizations should specify:

« Which decisions require mandatory human review
- What evidence supports Al recommendations

- How compliance is monitored

- When escalation is triggerede

- How overrides are documented

Oversight must be structured and auditable, not symbolic.

Risk-based guardrails

Governance should align with risk levels:
Low-risk automation such as policy Q&A requires monitoring and logging

Moderate-risk recommendations such as learning or internal mobility
suggestions require transparency and user control

High-risk employment decision support requires bias testing,
documentation, and formal human approval

This tiered model balances innovation with accountability.

N
D

Privacy and compliance by design

HR data is among the most sensitive in the enterprise. Al systems must embed
privacy protections, access controls, and clear purpose limitations from the
outset. As regulatory expectations evolve globally, defensible documentation
and auditability become operational necessities.
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Tra nSfOrmation Road ma p: Move 2. Define outcome-driven Al priorities
from H RBP to H R orCheStl‘atOI‘ Al investments should be tied directly to enterprise performance metrics,

not abstract innovation goals. Priorities should align with CFO and COO

concerns, such as:

Becoming an HR Orchestrator is not a technology deployment. It is a staged

: : « Reduced time-to-fill in constrained labor markets
operating model shift that connects data, workflows, governance, and role

: : N - Lower early-stage attrition
redesign. The roadmap below outlines how organizations can move from

: , , - Faster internal redeployment during restructuring
reactive HRBP models to outcome-driven orchestration.

« Improved schedule adherence in operations-heavy environmentss
1. Assess maturity and data readiness « Enhanced employee experience during critical moments

Begin with a pragmatic diagnostic. Map HR work into three categories: As technological disruption continues to reshape labor markets, alignment

. . between workforce strategy and business strategy becomes essential.
- Transactions that are high volume and rules-based _ _ . )
. _ . . Agentic orchestration should be positioned as a lever for enterprise
- Exceptions that are high risk or high cost

resilience and growth.

- Decisions that create disproportionate business value

This clarifies where automation, analytics, and orchestration will generate the
fastest measurable returns. It also surfaces data gaps, workflow fragmentation,
and governance inconsistencies.

Modern HR operating models depend on two foundational enablers: a
consistent data backbone and a reliable service backbone. Without clean data
definitions, interoperable systems, and standardized processes, orchestration
will struggle to scale.
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3. Build integrated infrastructure and orchestration layers

Many HR transformations stall at this stage. Orchestration requires interoperability across
core platforms, including HCM, applicant tracking, learning systems, case management
tools, and analytics environments.

The objective is not to replace existing systems but to connect them through shared
data models, workflow integration, and Al-enabled coordination layers. This integration
allows insights to trigger structured actions across domains rather than remain confined
to dashboards.

4. Pilot high-impact, governed use cases

Start where value is visible and governance complexity is
manageable. Examples include:

Accelerating talent acquisition screening and interview scheduling with
documented human approval checkpoints

HR helpdesk deflection with strong bot-to-human escalation protocols

Automated generation of employment letters with embedded
compliance validation

Each pilot should include defined metrics, risk controls, and executive sponsorship.
Early wins build credibility and refine governance frameworks before scaling.

5. Scale through governance, change, and role redesign

Scaling orchestration requires more than technology rollout. It demands
capability building.

HR Orchestrators need skills in data interpretation, scenario thinking,
product mindset, and change leadership. HRBPs and HR operations
leaders must be equipped to supervise agentic workflows, interpret system
recommendations, manage risk thresholds, and continuously improve

decision logic.

This shift reflects a broader move toward productized HR services and end-
to-end accountability rather than siloed functional ownership.

6. Establish continuous outcome feedback loops

Agentic systems should operate within structured learning cycles.
Organizations must:

« Measure business outcomes

« Monitor model performance and drift

- Update governance controls

- Refine prompts, workflows, and decision rules

- Recalibrate models as workforce conditions change

Sustainable orchestration depends on continuous improvement. The goal is
not static automation, but adaptive workforce optimization.



Partner with Sutherland
to Enable HR
Orchestration at Scale

Transforming from HRBP to HR Orchestrator
requires more than technology. It demands
operational depth, integrated Al, and disciplined
execution aligned to business outcomes.

Sutherland delivers end-to-end across hire-to-
retire services, shared services transformation,
workforce automation, analytics, and omnichannel
employee experience. Al is embedded directly
into workflows such as screening, onboarding,
compliance, payroll, and learning, reducing bolt-
on risk and strengthening governance.
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From insights to execution

As workforce demographics and expectations evolve, creating an environment that attracts, engages, and retains talent is business
critical. Sutherland reimagines digital HR solutions end to end, delivering an Al-powered, harmonized approach that orchestrates machine
intelligence and human expertise across the hire-to-retire lifecycle.

516

Harmonization

Standardize and optimize
processes to improve
efficiency and create a
consistent operational
backbone.

Digital
Augmentation

Orchestrate machine and
human talent through Al-
embedded workflows,
enhancing productivity and
employee experience.

25

Digital
Insights

Leverage integrated data
and analytics to enable
informed decisions

and improve workforce
predictability.

9

Frictionless
Intelligent Operations

Activate insight through
governed automation and
coordinated execution,
accelerating growth and
delivering measurable
outcomes.




A practical path forward

Operational scale, cycle-time improvements, and employee
experience gains demonstrate how orchestration drives enterprise
value. Moving from HRBP to HR Orchestrator requires clear strategy,
disciplined execution, and the right transformation partner.

Get in touch with us to assess your HR maturity, identify high-impact
orchestration opportunities, and design a governed roadmap toward
Agentic HR.

Artificial Intelligence. Automation. Cloud Engineering. Advanced Analytics. For Enterprises, these are key factors of success. For us, they’re our core expertise.

We work with global iconic brands. We bring them a unique value proposition through market-leading technologies and business process excellence. At the heart of it all is Digital Engineering Services — the foundation that powers rapid innovation and scalable business
transformation.

We’ve created 363 unique and independent inventions, 250 of which are Al-based and rolled up under several patent grants in critical technologies. Leveraging our advanced products and platforms, we drive digital transformation at scale, optimize critical business
operations, reinvent experiences, and pioneer new solutions, all provided through a seamless “as-a-service” model.

For each company, we provide new keys for their businesses, the people they work with, and the customers they serve. With proven strategies and agile execution, we don’t just enable change — we engineer digital outcomes.

W SUTHERLAND in @ X

digital outcomes. sutherlandglobal.com
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