
The Future Is Unbound: HR In an Age When AI 

'Does Not Hold Still' 

HR Executive | Prerna Ajmera | September 28, 2026 

 

 

The most important story about AI is not the arrival of another generation of tools. It is that 

many of the limits that shaped work are beginning to loosen.  

Those limits were rooted in the economics of work. Expertise was difficult to scale. Information 

moved slowly. Turning requirements into code, data into decisions or strategy into execution 

required translation across people, systems and functions.   

Organizations responded rationally. They standardized processes, divided work among functions 

and relied on handoffs, approvals and queues to coordinate it. Standardization helped them 

scale, but it did not remove complexity. It pushed work to the edges, where they became 

manual workarounds carried by people who knew how to make the system work despite the 

process.  



Over time, these compromises stopped looking like choices. They became the architecture of 

work. A request waited because routing required a person. A decision waited for the next 

weekly meeting. A customer repeated context because each team owned only its part. These 

structures reflected the cost of coordination, customization and translation, not because work 

had to be done that way.  

AI is changing those economics. Expertise can reach the point of need. Ideas can become 

prototypes before a meeting ends. Systems can carry context as work moves and learn from 

each interaction. As the cost of translating intent into execution falls, the structures built around 

that cost no longer have to keep their shape.   

The destination no longer holds still  

Earlier technology came with a relatively fixed destination. Organizations could buy a solution, 

design around what it was capable of, deploy it and stabilize the change. The destination 

remained largely intact while they worked towards it.  

AI does not hold still. Its capabilities continue to improve even as organizations implement it. 

The playbook must therefore move from design, approve, deploy and stabilize to hypothesis, 

test in real work, measure and then keep, revise or stop. Change becomes continuous. The 

organizations that learn fastest will not be the ones with the most complete plans. They will be 

the ones that test, learn and adapt in real work.  

Outcomes become the unit of change  

Once old constraints loosen, the question becomes organizational: What would we design 

differently if today were day one in the history of work? We would organize around where value 

flows, what intelligent systems can carry and how quickly the whole system learns.  

Consider the journey from hire to productivity. Talent acquisition owns requisition to offer. HR 

and IT own onboarding and provisioning. The manager owns ramp. Every function can meet its 

service level agreement while the new employee still takes months to make a meaningful 

contribution. The process is measured in pieces, but the experience happens end to end. 

Nobody's scorecard carries the outcome.  

Historically, closing those seams required an army of coordinators, and the coordination cost 

often consumed the benefit. Agents can now carry context across systems and handoffs, 

making it possible for one empowered owner to hold the complete outcome. That owner does 

not replace functional expertise. The role is to keep changing the flow: Remove the step that 

should not exist, define what done means at each handoff, expose local tradeoffs and stop the 

design from quietly reverting.  

As work accelerates, the bottleneck moves  

Two familiar queues show what changes next. The first is the operational queue, where cases, 

requests and approvals wait for someone to move them forward. Agents can advance routine 



work and surface what genuinely requires human judgment. Work can begin moving as it 

arrives instead of waiting to be assigned.  

The second is the development queue. As engineering work accelerates, organizations can still 

lose days waiting for decisions. The bottleneck shifts from building to deciding. Weekly 

meetings become an operating constraint.  

The two queues require different responses. Agents can keep operational work moving. 

Decision work requires persistent cross-functional groups with shared context and more 

frequent access to one another. One queue was waiting to be routed. The other was waiting for 

the next meeting. Both have to be redesigned.  

The organization begins to remember  

Redesigning these queues changes more than the speed of work. When agents carry context 

and teams make decisions continuously, each correction, exception and approval can teach the 

system what to do next.  

Every organization has its own way of working, shaped by experienced judgment, past 

decisions and unwritten knowledge. Much of that intelligence remains trapped in conversations, 

local workflows and the memories of people who eventually leave. Valuable expertise is 

continuously created and continuously lost.  

Generic AI does not solve this problem. Every company can access similar models and 

capabilities. The greater opportunity is to build intelligence grounded in the company's data and 

standards.  

A reasoning system starts more like an intern than a veteran. Though a list of steps is not 

enough, it needs to be coached like a capable colleague. As people use it and provide feedback, 

their experience can become knowledge the whole organization can reuse.  

The result is intelligence shaped and governed by the enterprise itself. Access to AI will become 

common. The lasting advantage will come from owning intelligence that understands how your 

organization works and becomes more valuable every time your organization works.  

The opportunity is larger than efficiency  

Most AI value today comes from summarizing and drafting. That lowers the blank page tax, but 

it leaves the architecture of work intact. The larger shift is from chats that help in a moment to 

systems that carry work forward over time.  

Success will therefore not be measured by pilots launched, licenses deployed or prompts 

written. It will appear in better service, faster cycles and capacity redirected to higher-value 

work. Employees should be able to describe not simply that they use AI, but how it has 

changed what they can do. The change should feel like cognitive lift, not cognitive strain.  

Moving slowly is a risk, but so is moving toward an ambition too small for the moment. Most 

plans are designed to do today's work with less.   



Future Unbound asks the harder question: What would the organization pursue if yesterday's 

limits no longer applied? It is a state in which yesterday's best becomes today's baseline and 

the ceiling of what is possible keeps rising.  

The companies that understand this will not use AI only to improve the work they already do. 

They will use it to go somewhere they previously could not afford to go.  

 


