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Foreword

Work has become a lot harder than it needs to
be. Not because organisations don't care, but
because the environments they operate in are
fragmented, noisy, and cognitively exhausting.
Too many systems, decisions, and context
switching; leaving little time think, connect or
learn.

This is something we see every day as we talk
to leaders across a range of industries. Capable
workforces performing below their best. Not due
to lack of skill or motivation, but because work
itself creates friction.

The competitive landscape of the future of work
won't be won by whoever has the most tools.

It will be won by those who make work feel
seamless. But seamless doesn't mean simplistic.
It means designing work around how humans
actually think. It's about reducing unnecessary
cognitive load and allowing time to learn, reflect
and connect.

There's no doubt that Al is accelerating this
shift. When used well, it removes barriers rather
than adding to it. It clarifies, supports judgment,
shortens feedback loops, frees people up to
focus on what matters most. We're seeing

this work in practice, where our customers are
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embedding Al into daily decision-making, not
layering it on as a novelty.

But technology alone isn’t enough. The biggest
performance gains come when Al is combined
with deliberate human connection. Purposeful
communities, mentoring, and shared that creates
momentum and compounds over time.

These human connections speed up knowledge
acquisition, build confidence, and strengthen
performance in ways that dashboards never will.

This is the shift we believe People functions are
uniquely positioned to lead. Not by launching more
initiatives, but by redesigning the cognitive and
social architecture of work.

This paper sets out Thrive's perspective on what
that looks like in practice and how organisations
can move from fragmented tools and activities

to a seamless operating model that supports
better thinking, better decisions, and more human
performance.

We're seeing it work, and we believe it's the right
direction the workplace needs to go.

Cassie Gasson
Co-CEO @ Thrive
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Introduction

The most successful organisations over the next
5 years won't be those who have the most tools,
but those who make work feel seamless. L&D and
HR are uniquely positioned to redesign not just
what people do, but how and why work happens
—in turn, breaking down silos across systems,
functions, and even mindsets.

This paper showcases why that “seamless” is

a habit, not just a tech stack. It's about creating
flows where Al supports daily decisions, where
social connection is designed in (not bolted on),
and where impact is measured in ways that make
sense to both people and the business.

Al'is no longer hype; it's becoming the default
interface for work. Microsoft, Google and OpenAl
are already embedding assistants into our
everyday flow to collapse the distance between
searching, reading and acting. So the signal is
clear: the future of work must be seamless, not
siloed.

But “seamless” doesn't just mean fewer systems.
It means designing work that's brain-friendly,
reducing unnecessary cognitive load, prompting
retrieval and reflection, and creating the
psychological conditions that help people think,
connect, and perform at their best. When we
design learning, communication, and systems with
the brain in mind, we move away from friction and
towards flow.

When we combine this with deliberate social
connection, we unlock the hidden operating
system of performance. Purposeful communities
and mentoring loops create trust, speed up
learning, and compound impact. Track both the
quantitative (time to competence, retention, error
rates) and the qualitative (confidence, connection,
psychological safety), and you end up in a place
where impact suddenly becomes human, and
obvious.

The path forward isn't a giant transformation
programme. It's a series of small, practical loops:
identify the friction points, embed assistants

and communities where they help most, use
neuroscience to shape the rhythm of learning and
decision-making, always return to the data, and
scale what proves impact. The big players are
signalling a future of connected, hybrid, agent-
driven work. L&D and HR must now translate that
into design choices, building seamless systems
that fuel both performance and growth.

This paper explores how work is being rewired
into connected systems, human-Al collaboration,
and relationships that compound impact. This will
see L&D and HR lead the shift from fragmented
tools and initiatives to a seamless operating model
where:

Al actually removes friction (not adds

dashboards).

« Social connection is designed in (not left to
chance).

« Impactis tracked in ways that drive human

performance and business growth.

So what does “seamless” really mean? What's

the role of Al (beyond the hype)? Why does
community have such a profound impact on
performance? And how can we embrace all of this
to make ourselves a 12 month action plan.

Let's find out.



Seamless, not siloed:
why work heeds a redesign

The business case for seamless work

Designing work the brain can handle. That means:
"Seamless” has become shorthand for fewer « Creating predictable rhythms that reduce
logins and cleaner interfaces, but the real shift is decision fatigue
deeper. Seamlessness is the removal of cognitive « Designing workflows that make the next action
friction at every point where a human needs to obvious
think, decide, learn, or connect. It's an operating « Embedding prompts and retrieval cues that
principle, not a procurement strategy. reinforce learning in the flow

« Using Al to interpret complexity so we can
From a brain perspective, friction is expensive. focus on judgement, sense-making, and

connection

= Seamless design feels quiet. It lowers cognitive
Every context switch incurs a penalty: load. It gives people back bandwidth. It shifts
working memory collapses, attentional organisations from busy to effective.
control dips,and error rates rise.
In this sense, seamlessness is a habit because
it depends on daily micro-choices: when we

Neuroimaging studies consistently show that intervene, what we automate, what we stop

the prefrontal cortex (responsible for planning, doing, and how teams move between focus,
reasoning, and decision-making) fatigues quickly collaboration, and learning. HR and L&D become
when overloaded with lots of different things. architects of this mental environment. The tools
Most organisations have unintentionally built only matter to the extent that they support the
environments which encourage exactly that: habit.

distraction, interruption, and constant switching.

A seamless operating model asks different
questions: not only “how do we get everything

in one system?"” but "how do we design the
environment so the brain can actually do the work
we expect of it?"

o Legy, ing



Friction in action

A day in the life of a Knowledge Worker: Where friction creeps in

Starting the Day Searching for Information
« Overloaded inboxes
« No clear priorities

K - Multiple systems to check

Decision fatigue /

Ending the Day

« Unfinished tasks
« Lingering to-do's

K = Mental fatigue
Burnout risk \

Collaborating with Others

» Unproductive meetings
» Info stuck in silos
+ Lack of alignment

- Scattered knowledge

« Hard to find answers
k « Duplicate content )
\ \ Wasted time

Task Switching

!

« Constant notifications
+ Interrupted focus

» Back-to-back meetings )

/J Attention collapse

Learning & Training

« Siloed learning
« No time to reflect

« Forgetting fast )

Poor retention

Team frustration

Constant switching and overload drain the brain, draining performance.

The hidden cost of fragmented work

3 3 B B
( 1,200 (2+ hours ( 60% ( 58%

Klostiotes] of employees say tech of the working day is spent
app-switches a day B 95 OO0 integration issues negatively on ‘work about work' rather
fatigue impact their work-life balance than the ‘doing’
(Harvard Business Review, 2022) (Lookalise, 2025) (Pegasystems, 2018) (Asana, 2023)


https://hbr.org/2022/08/how-much-time-and-energy-do-we-waste-toggling-between-applications
https://lokalise.com/blog/blog-tool-fatigue-productivity-report/
https://onediversified.com/insights/news-media/research-reveals-disconnect-between-companies-technology-investments-and-what-businesses-workers-truly-need
https://www.businesswire.com/news/home/20230308005268/en/Asana-Anatomy-of-Work-Global-Index-2023-Smart-Collaboration-and-Clear-Goals-integral-to-creating-positive-business-opportunities#:~:text=This%20figure%20has%20barely%20shifted,using%2016%20apps%20or%20more.

Al's place in a seamless workplace

Al is already part of everyday work, whether
leaders formally support it or not. People are using
it to think, draft, sense-check, and move faster. So
the question isn't if Al belongs at work anymore,
instead, it's’ ‘'what should we be using it for?’. And
the answer should be simple: to remove friction.

Sadly, too many organisations are getting

this wrong. They're introducing Al and then
surrounding it with new dashboards, approval
flows and reporting layers. It then quickly
becomes something to control, manage and learn,
and then ultimately, another source of noise.

The commercial players moving the fastest are
using Al to collapse search, analysis, decision
support and execution into one place - not further
apart.

When you use Al as cognitive scaffolding rather
than additional demand, you'll see some exciting
affects, such as:

Externalising working memory

The brain can only hold a few items at once.
Assistants that summarise, recall past work, or
surface relevant insights free up capacity for
higher-order thinking.

Reducing ambiguity

The brain is wired to minimise uncertainty. Al

that clarifies next steps, drafts options, or flags
anomalies stabilises cognitive load and speeds up
decisions.

Accelerating feedback loops

Neuroscience shows that timely, specific
feedback strengthens neural pathways. Al-
supported nudges, reflections, and skill-based
feedback provide consistent reinforcement
without waiting for human availability.

Supporting meta-cognition

Humans make better decisions when they
understand their own thinking. Al-driven
reflective prompts (such as "What assumptions
are you making?” or “What information might be
missing?") could help develop judgement, not just
output.

The point is not that Al does the thinking for us.
It's that Al amplifies the conditions under which
good thinking happens. L&D and HR can use this
to shift from course-delivery to cognitive design:
weaving Al into performance flows, decision
points, and learning loops in ways that respect
how the brain actually works.

The organisations that will outperform aren't
the ones with the loudest Al story, they're the
ones using it quietly, deliberately, and in service
of human performance and treating Al as an
extension of human cognition.

Why people teams must
step up

According to Gartner's 2025 Digital Workplace
Hype Cycle, the workplace has entered a new
phase. Al is no longer experimental, it's operational
and shaping how work gets done. Whilst vendors
race ahead, integrating Al agents and autonomous
capabilities, many organisations are struggling

to turn this into real value. ROl is unclear and
unsanctioned tools are spreading, which in turn
means governance is lagging. Digital workplace
teams are often tasked with ‘owning’ this
transformation, but frequently lack the funding,
skills and authority to redesign work end-to-end.

This is the maturity gap Gartner highlights, and it's
a critical one.

The shift now underway isn't just towards
everyday Al but towards agentic work, where
Al systems begin to act on behalf of people to
coordinate tasks and support decision making
across connected systems.

That kind of change can't be solved by tooling
alone. It requires clarity on:

« How work should flow

« What decisions belong to humans

» Where trust, judgement and accountability sit

« How people stay orientated, confident and
connected as complexity increases

And this is where People teams come in.


https://www.gartner.com/en/documents/6670734
https://www.gartner.com/en/documents/6670734

Designing work for humans and machines

Gartner's emerging frameworks point to As Al becomes more autonomous, the risks of
something important: the future of work is being poor design increase. Cognitive overload, loss of
shaped at the intersection of systems, data and trust, burnout, resistance and noise.

human behaviour.
This is why human-centred design becomes more

Concepts like fluid knowledge (information important, not less.

structured so it works for both humans and Al) and

adaptive intelligence (where assistants, agents People teams are uniquely positioned to:

and knowledge continuously interact), reinforce

the same truth this paper argues for: « Shape how Al shows up daily in work, not just

where it's deployed
. « Ensure Al supports judgment and learning, not
( just efficiency
“Fragmented environments break . D%S|gn enywonrr(]jents thatfgwde attention,
both people and Al. Connected reduce noise and protect focus

ecosystems enable both to perform.” . Emb.e’d' mentorlng, coachlng and reflection as
stabilising forces in an Al-rich workplace

Gartner, 2025



Removing friction to
create momentum

2026 is the year of digital dexterity, where
organisations that treat Al as a teammate, not just
a tool, will outperform those that don't.

But dexterity doesn’t come from features, it comes
from confidence, connection and clarity. People
don't resist Al because they dislike technology,
they resist it when it's confusing, overwhelming,

or disconnected from real work. Seamless
organisations design against this, creating a clear
front door to work, guiding attention and making
support accessible when it's needed.

This is where mentoring, coaching and community
matter most.

As Al takes on more cognitive load, humans
need more space to reflect, sense-check and
build judgment together. Accessible connection
becomes the counterbalance to automation

and helping people stay capable, adaptable and
human, and people teams will be at the centre of
this shift.

If Al removes friction, community creates
momentum. Human performance has always been
social: The brain is built for connection. Oxytocin,
dopamine, and social reward systems shape how
people learn, how they persist with difficult tasks,
and how they interpret risk. Isolation increases
cognitive load; connection lowers it.

Purposeful communities enhance performance in
three specific ways:

Accelerate learning through collective memory

Communities store knowledge socially: what
works, what doesn’t, who to ask, where shortcuts
exist. Instead of each individual re-learning in
isolation, knowledge becomes a shared asset.

Increase psychological safety

The brain is highly sensitive to threat — even
subtle cues. Communities that create trust
and belonging modulate the amygdala’s threat
response, allowing people to take risks, share
ideas, and surface problems earlier.

Compound motivation

Human motivation is not a solo resource, it's
relational. Mentoring loops, shared goals, and
identity-based groups create meaning and
accountability. When people feel connected, they
stay engaged longer.

Organisations often treat community as a
by-product. The ones that excel treat it as
infrastructure. They design for connection: pairing
humans with humans, not just humans with
systems. They build loops (think peer learning,
mentoring networks, communities of practice) that
run alongside the formal architecture of work.

And critically, they measure connection as a
performance lever. Not with vanity metrics, but
with indicators that matter: Time to competence,
retention of expertise, speed of problem-solving,
confidence, and belonging. When you do this,
“community” stops being “culture work" and
becomes an operational strategy.

How to move
towards a seamless
operating model

If you combine the neuroscience of friction,

the practical role of Al, and the compounding
effects of community, a clearer picture emerges:
the future operating model is not purely digital
or purely human. It's hybrid by design, with Al
handling the predictable and humans excelling in
the relational, reflective, and creative.

L&D and HR are uniquely placed to lead this shift.
Not owners of platforms, learning content or
engagement initiatives, but as designers of the
cognitive and social architecture of work. The role
from what we launch to how work actually flows.

Making this real requires three deliberate moves:
1. From tools to flow

Most organisations don't suffer from a lack of
technology, they suffer from fragmentation. If

information lives in one place, conversations
in another, learning somewhere else, metrics



elsewhere, then the tools individually may be fine,
but collectively, they're creating too much friction.
Forcing people to constantly switch context,
search for meaning, and rebuild understanding.

A seamless model doesn't necessarily mean fewer
tools, it means a coherent flow across them. That
starts by designing around real moments of work:
onboarding, preparing for a meeting, solving a
customer problem, developing a new manager,
and making a strategic decision. Instead of asking
‘what platform should this live in’, the better
guestion is ‘what does someone need to see,
know and do next".

Practically this means:

« Creating a single place where people orient
themselves for the day or task ahead

« Pulling signals, content, conversations and
actions into one connected view, rather than
sending people hunting across systems

« Making priorities, next steps, and ownership at
the moment they're needed

Ultimately, everything comes back to mental load
and behavioural friction.

2. From Al as novelty to Al as infrastructure

Al becomes powerful when it's boring. Too often,
Alis introduced as a feature to explore rather than
one you just rely on. People are asked to ‘go and
use it’, instead of experiencing it naturally every
day. The result is experimentation without impact.
In a seamless operating model, Al sits quietly
underneath the experience, supporting work
rather than interrupting it.

This might look like:

« A single assistant that spans systems, rather
than separate Al tools in each one

« Althat summarises what's happened, surfaces
what matters, and connects the dots across
workstreams

» Decision support that reduces ambiguity by
clarifying options, risks and next steps

« Learning and reflection prompts that appear
in context, not in separate programmes or
portals

The goal isn't automation for its own sake, but
interpretation. Al helps make sense of complexity
so humans can focus on judgment, sense-making
and connection.

So when you treat Al as infrastructure, it becomes
something people trust and rely on, not something
they have to remember to use.

3. From community as culture to community as
performance engine

Connection is often talked about as a 'nice to
have'. In reality, it's one of the most powerful
accelerators of performance. In fragmented
environments, people work harder alone.
Knowledge gets stuck, confidence drops,
problems are solved repeatedly in isolation. A
seamless organisation would design against this,
making community part of the infrastructure

and built into the way work happens, not bolted
alongside it.

This means:

« Creating purposeful communities around real
work, not abstract themes

« Using mentoring and peer learning loops to
move knowledge faster and build confidence

« Making expertise visible and accessible at the
moment of need

« Giving communities shared spaces where
learning, insight and progress accumulate over
time

Crucially, this isn't left to chance, it needs to be
measured. Organisations need to be tracking
speed to competence, quality of decisions,
confidence, retention of knowledge, and
psychological safety. By tracking or at least being
aware of these signals, communities stop being
‘culture work" and start being an operational
advantage.

Together, these shifts move organisations
away from fragmented tools and disconnected
initiatives, and towards a seamless operating
model. One where people have a clear view of
what matters, support when they need it, and
connections that make work easier rather than
heavier.



A practical 12-month action plan

The point of a seamless model is not perfection; it is progression. What matters is closing the distance
between intention and habit. A realistic plan focuses on loops, not launches.

@

Understand where the friction lives

Get clarity on where work breaks down and where seamless design
will have the biggest impact

Start by understanding where the cognitive load sits. Observe workflows, interview
teams, and run short “day-in-the-life” studies to see where people are switching
tools, hunting for information, duplicating steps, or waiting on decisions. Use this to
map a handful of critical flows such as onboarding, sales enablement, customer issue
resolution, or leadership decision-making.

Once you've identified patterns, convene small cross-functional design groups to
co-create solutions. This isn't about launching a new system; it's about asking: Where
could an assistant lower effort or uncertainty? What decisions slow us down? Where
does memory fail us? Prototype simple Al supports such as knowledge retrieval bots,
drafting tools for repetitive communication, nudges for common errors, or meeting
summarisation with action extraction. Test them in low-risk environments with
feedback loops built in.

Focus areas:

* Map high-friction workflows
o Observe real-life day-in-the-life behaviour
» Prototype low-risk Al support

Run short experiments using an “80/20" mindset:
deploy quickly, observe behaviour, and iterate.
Document what removes friction versus what
merely adds novelty.

Jumping to tools before
understanding the problem

What success looks like: Teams
can clearly articulate where effort
is wasted and where small changes
would unlock momentum
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Build connection where work actually happens

Create momentum through deliberate communities and mentoring
loops.

Shift the focus from tools to people. Identify where knowledge is most fragmented
(e.g. new managers, product teams, onboarding cohorts, customer-facing roles), and
establish communities that gather around real work, not abstract themes. Give these
groups simple scaffolds: a rotating facilitator, a shared space for collective memory,
and a clear purpose tied to a measurable business outcome.

Introduce structured peer mentoring or “learning partnerships” with monthly prompts
to guide reflection, problem-solving, and accountability. Support leaders in the art of
connection: how to run psychologically safe meetings, how to use stories to reinforce
learning, and how to maintain curiosity over control.

Focus areas:
¢ Build communities around real work

» Introduce accessible mentoring and peer learning
o Strengthen psychological safety in day-to-day interactions

Treating community Integrate reflective cycles into existing rhythms
as a 'nice to have' or bolting it on rather than bolting on new rituals. Add a two-
alongside work minute debrief after key meetings. Build end-of-

week prompts into Al assistants. Embed reflective
What success looks like: Knowledge questions into performance conversations.
moves faster, confidence increases, These micro-practices reduce cognitive load and
and people feel less alone when strengthen learning pathways.

solving complex problems

1



Measure what matters, where it matters

Make human performance visible without adding reporting
overheads

Move measurement from retrospective reporting into real-time signals. Define
indicators that reflect human performance as much as business outcomes:
decision speed, accuracy, confidence, collaboration patterns, time to competence,
psychological safety cues, and knowledge retention.

Use Al to automate data capture with minimal effort — meeting intelligence tools that
highlight blockers, conversational analytics that surface repeated questions, assistant
usage patterns that reveal knowledge gaps. Replace large quarterly surveys with short
pulse questions delivered at the moment of need.

Take a critical view of the organisation’s rituals and systems. Which dashboards
actually help decision-making? Which metrics drive learning? Embed measurement
where it naturally occurs: in communities, in Al interactions, in coaching tools, and in
the day-to-day flow of work.

Use these signals to refine what you builtin Q1and Q2.

Focus areas:

o Define meaningful human performance indicators

o Embed measurement into existing workflows
o Use Al to capture insight with minimal effort

Recreating old What succesls Iook; like: Lgade(s
can see what's helping or hindering

dashboards with new data R
performance and act on it quickly

12



Scale what works and simplify everything else

Embed seamless habits into the way work, works

By now you will have a clear sense of which flows reduce friction, which communities
genuinely increase speed and confidence, and which Al tools meaningfully improve
decisions or learning. Scale the patterns that show measurable impact: standardise
the Al-supported workflows, expand communities of practice, and formalise peer
mentoring into the talent rhythm.

Clean up the ecosystem by removing duplicative processes, collapsing redundant
tools, and simplifying rituals that create unnecessary cognitive drag. This is where
seamlessness becomes structural rather than experimental.

Codify the operating model and show how Al supports work, how communities
contribute to performance, how reflection and measurement fits into the everyday
rhythm.

Build role-specific playbooks and leader toolkits. Train teams to run their own
optimisation loops so continuous improvement becomes habitual rather than
initiative-driven.

Focus areas:

o Scale proven workflows, Al support and communities
* Remove duplication and cognitive drag
o Embed new habits into everyday work

Letting legacy The aim is not to create a perfect system by the
processes linger ‘just in case’ end of 2026. The aim is to build a workplace
where people think better, decide faster, learn
continuously, and feel more connected — because
the environment has been designed to support
the way the brain functions best.

What success looks like: Seamless
ways of working feel normal,
repeatable and owned by teams -
not driven by initiatives

13



Summary

The future of work had to be seamless, or it
won't work at all.

Work has become more complex, more
connected, and more cognitively demanding,
yet the environments people operate in haven't
kept pace. Fragmented systems, disconnected
initiatives, and constant context switching are
quietly draining performance, confidence and
wellbeing.

This paper argues that organisations will never
find a competitive advantage by adding more tools
and launching more programmes, instead, those
organisations who will succeed are those who
redesign organisations that redesign how work
feels. Making it easier for their people to think,
decide, learn and connect, every day.

Seamless work isn't a technology decision, it's

a design choice. And when Al is used to remove
friction rather than add noise, when connection is
treated as infrastructure rather than culture, and
when learning and measurement happen in the
flow of work, performance starts to compound.
People think better, decisions happen faster, and
work becomes more human again.

This is not a one-off transformation, it's a habit
through small, deliberate loops that close the gap
between intention and everyday experience.

The organisations that succeed won't be the ones
with the loudest Al story, they'll be the ones who
quietly design work that actually works.

Scan to unlock the full toolkit.
From Al-safety learning content to deep-dives into

the focus tax and everything you need to lead the
change.

P
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The Thrive approach

We work with organisations facing these
challenges day in and day out, so we understand
the immense pressure People teams are under to
lead Al-era transformation. But they're constrained
by fragmented systems, limited influence and
environments that weren't designed for the way
people work today.

We believe that work should feel calmer and more
human, even as it becomes more digital and more
Al-enabled. We built Thrive to help organisations
move away from that fragmentation, and towards
a seamless operating model where learning,
connection, performance and insight come
together in one place.

Not as another system to manage, but as a front
door to everything.

Thrive brings:

+ Aconnected hub that gives people a single
place to orient themselves, see what matters,
and take instant action

« Al that supports thinking, learning and
decision-making. Not as a bolt-on, but built
into your workflow and across your systems

e Mentoring, coaching and community
designed to be accessible, purposeful and
embedded

¢ Insight and measurement that
shows what's really happening,
without adding reporting burden

« Aneasy way to make learning accessible,
clear and personal

We work with People teams who want more than
engagement metrics or standalone platforms,
but teams who want the tools, the influence, and
the design to help your people bring their best
performance.

If you're exploring what seamless could look like in

your organisation, and how you can lead that shift,
we'd love to talk.

Discover Thrive >

Meet Thrive Hub

Your digital front door to work

Bring your systems, comms, files, learning
and more into one seamless space. See
updates from across platforms in a single
view, launch tools or complete quick tasks
without leaving Thrive, and get instant
Al-powered answers across all your
knowledge without ever opening another
tab.

Learn More
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thrive
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workday with
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