It's Just the Fastest Way to
Find Out If You Have One.




Executive Summary

Every HR leader walking into 2027 planning season is being told the same thing: go build an Al strategy. That's the wrong
assignment. The process for building HR strategy has not changed: connect business strategy to HR strategy, translate that
Into initiatives, attach outcomes you can measure. What has changed is the enabler. Al is now the fastest, highest-leverage

tool HR has ever had for moving through that chain.

<20%

of enterprises without a people-centric Al of organizations deploying Al are seeing global employee engagement — the
strategy lose their top Al talent by 2027 meaningful results lowest level since 2020
Gartner, 2026 McKinsey, 2026 Gallup, 2026

This whitepaper argues HR leaders should stop chasing an Al strategy and start rebuilding the discipline underneath it, and closes
with a practical six-step framework for doing exactly that.
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Everyone's asking what
their Al strategy is. That's
the wrong question.

— from the Introduction

You're Chasing the Wrong Target

Nobody built a “spreadsheet strategy” when Excel became standard.
Tools have always been in service of a strategy. Al has been promoted
IN the last two years, from tool to destination.

Gartner's 2026 Global Labor Market Survey found only 27% of

executives have a comprehensive Al strategy, and just 20% believe
their own workforce is genuinely Al-ready.

This is where ScaleHR's original process still holds: it was
never about the technology. It was about the business.
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of organizations are deploying Al.
Fewer than 20% are seeing meaningful results.

That's not an Al adoption problem. It's a strategy and process problem.

Source: McKinsey, State of Organizations 2026
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The Process Has Not Changed

The same causal chain has held for decades, and it still holds in an Al-saturated world.

Business Strategy

|s the organization growing, shrinking, entering new markets,
focused on efficiency? Start here, every time — Al or not.

HR Strategy

Translate the business priorities into HR priorities and
initiatives for the next 12 months.

51%

Outcomes & Results of workers at organizations seen as

ineffective at meeting workplace needs say
they're likely to leave within a year.

Attach measurable OKRs, then trace the line back to
operational and financial performance.




What Actually Changed: Al as the Enabler

The process is the same. The speed and quality of the enabler underneath it is not.
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Adoption Is Real. Integration Is Shallow.

59% have Al in production, but only 18% report it's genuinely integrated
into their workflows (HBR, 2026).

year-over-year growth in active Al

Zﬁfgfgr};‘;ge organizations {18xin large The Organization Predicts Success, Not the Tool

Organizational factors account for 67% of Al's impact vs. 32% for
Individual behaviour (Microsoft, 2026).
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Why "Al Strategy” Is a Trap

One treats Al as a destination sitting outside the process. The other runs Al through it.

“Buy the Al tool”

Strategy Initiatives Connect

Disconnected from business strategy, HR Six connected steps, run as a loop — not a purchase
priorities, and measurable outcomes. decision made in isolation.

Only 18% of organizations report Al is genuinely integrated into their workflows, versus 34%
still running it as a standalone tool.

— HBR Analytic Services, 2026
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THE SINGLE MOST IMPORTANT IDEA IN THIS WHITEPAPER

It exposes one.



$5: 61

the ratio of people, process, and leadership investment McKinsey
recommends for every dollar spent on Al technology

72% of leaders describe their own organization as
unprepared to execute on their Al transformation.

Source: McKinsey, State of Organizations 2026
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The Human Cost of Skipping the Fundamentals

The organizations racing hardest to look Al-forward are, in several 2026 datasets, the same ones
seeing engagement and thriving fall.

20% 44%

global employee engagement — estimated cost of lost productivity employees thriving — down from
lowest since 2020 from disengagement 66% two years ago
Gallup, 2026 Gallup, 2026 Mercer, 2026

62% of employees believe leaders underestimate Al's emotional impact on them. Only 19% of HR leaders
say they're actually accounting for it.

— Mercer, Global Talent Trends 2026
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The HR Strategy Chain

Builds on ScaleHR's original six-step process, updated for where Al plugs in. Run it as a loop, not a document you file once.

SWOT Business HR Strategy Supportlng OKRs Connect &
Strategy Framework Initiatives Iterate

Plan. Test. Learn. Adapt. Reviewed at minimum every quarter, because the
business strategy underneath it will have moved.
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A FINAL THOUGHT

“A disciplined process won't guarantee the bullseye. It
guarantees you re throwing from an aligned position
when the board moves”.

The HR leaders who get this right in 2027 won't be the ones with the most Al agents running
across their stack. They'll be the ones who did the unglamorous work first: naming the business
strategy, building the SWOT, setting the OKRs, and only then asking where Al actually belongs.
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About ScaleHR

ScaleHR helps emerging HR, recruitment, and work tech
companies stand out in an industry that's louder than ever —
through Catalyst, our content and influencer marketing program,
and community-driven events like SocialHRCamp and HR in

Tech Crawl.
Founded by Jeff Waldman after two decades working alongside

200+ HR tech companies, we run on one rule: no buzzwords, no
shortcuts, no BS — just work that moves the needle.

Let's Talk » goscalehr.com

Jeff Waldman

HR Tech Evangelist, ScaleHR
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