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Al Focus | VP of Al Workforce
Transformation: The newest addition
to senior leadership teams

Companies are starting to hire a dedicated
senior leader to convert Al adoption into
workforce value. How can CEOs and
CHROs decide if they need the role, and
what it should look like if they do?
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Too often, Al adoption within an
organization becomes a responsibility
that no one and everyone owns. Today,
responsibility for Al adoption is often
distributed across multiple functions.

Why a VP of

Al Workforce
Transformation may
be the right move

HEIDRICK & STRUGGLES

Al is often described as a stack of enabling layers: energy, chips, infrastructure,
models, and applications. This framing helps explain how Al is built and

scaled, but the current set of layers does not capture how Al translates into
meaningful enterprise value. An additional layer—one that is less clearly
defined—is leadership: the intentional redesign of jobs, skills, management
routines, incentives, governance, and trust so that Al meaningfully changes
how work gets done and how organizations perform over time.'

Al in the workplace still feels new, but many organizations are now several years into
their Al journeys and have made substantial investments in tools, platforms, and use
cases. Despite this progress, the path to consistent, scalable value creation remains
uneven overall. Some organizations are seeing encouraging early results; others find
themselves in “pilot purgatory,” with fragmented initiatives that are difficult to scale.

Much of this variability has little to do with the technology itself. Instead, it reflects
how organizations are structuring their adoption and use of Al. Too often, Al
adoption within an organization becomes a responsibility that no one and everyone
owns. Today, responsibility for Al adoption is often distributed across multiple
functions. Technology teams focus on building and deploying solutions. Business
units prioritize use cases tied to immediate operational needs. HR supports
elements such as skills, hiring, and employee experience. However, the most
complex and consequential questions—how Al leads to sustainable performance
improvements, and, to get there, how roles evolve, how work is redesigned, and
how managers lead—do not sit neatly within any single function. Decisions about
automation versus augmentation, changes in spans of control, and the evolution of
managerial responsibilities often require input from multiple stakeholders.

Organizations are beginning to recognize this, and to ask themselves: How do we
best structure our executive teams to accelerate Al adoption and impact?

Many organizations are turning to CHROs to lead on Al adoption. Our research
shows that more than half of CEOs now involve their CHRO in Al-related workforce
transformation efforts. However, CHROs already carry a broad set of responsibilities,
often have limited direct Al experience, and may not have the capacity to drive this
agenda end-to-end.

One emerging approach we have seen companies take is the creation of a new
senior role dedicated to translating Al investments into productivity gains, capability
building, and sustainable performance improvements. While the role can take
different forms, many organizations are gravitating toward titles such as Vice President
of Al Workforce Transformation. Below, we explore how organizations are shaping this
role and offer considerations for those weighing if this approach is right for them.

Al adoption requires intentional, cross-functional leadership. Organizations
increasingly recognize the need to redesign jobs, skills, management routines,
incentives, governance, and trust mechanisms so that Al meaningfully changes how
work gets done and how the organization performs over time.

The creation of a VP of Al Workforce Transformation represents one way to

bring focused leadership to this effort. Positioned within HR but working in close
partnership with technology, finance, and business leaders, the VP of Al Workforce
Transformation helps coordinate and align cross-functional efforts. But beyond that,
the role sets the organization's Al adoption agenda: redesigning skills, management
routines, incentives, governance, and trust mechanisms so that Al meaningfully
changes how work gets done and how the organization performs over time.

The primary value of this role lies in providing dedicated capacity to focus on
workforce transformation, complementing the broader responsibilities of the CHRO.

1 For further exploration of the human leadership capabilities central to success with Al, see Tom Monahan and Les Csorba,
“Finding the human core of competitive advantage in the Al era: Avoiding the Pygmalion trap,” Heidrick & Struggles,
April 22, 2026, heidrick.com



https://www.heidrick.com/en/insights/frontier-tech/finding-the-human-core-in-ai-era
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What the VP of
Al Workforce
Transformation
could own

The six questions to evaluate

@ Do we have clear ownership
and a single point of
accountability for Al-driven
workforce transformation, or
are we relying on distributed
coordination across leaders?

@ Is our operating model across
HR, IT, and the business enabling
flexible experimentation at
scale, or is fragmentation
creating friction, inconsistency,
and slower turnaround times?
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For organizations that choose to establish this role, the VP of Al Workforce
Transformation can provide a focal point for several areas that often suffer from lack
of coordination.

One area is work redesign at scale. Many organizations are investing in Al tools but
are still in the early stages of systematically rethinking how work is structured to
take advantage of those tools. A dedicated leader can bring greater consistency
and rigor to decisions about which tasks should be automated, which should be
augmented, and how roles should evolve over time.

Another area is workforce planning and capability development. As Al reshapes
demand for skills and roles, organizations can benefit from more integrated
approaches to forecasting, reskilling, and redeployment, linking workforce planning
more closely to business strategy and technology investments.

Adoption and trust are also critical. Al adoption depends not only on access to tools
but on how employees and managers integrate those tools into their daily work.
Providing clarity, support, and transparency plays a significant role in enabling that
transition. The VP of Al Workforce Transformation, by virtue of their dedicated role
and cross-functional oversight, is well placed to provide that clarity.

In addition, the person in this role can contribute to governance and risk
management, particularly as Al becomes more embedded in workforce decision-
making. Questions related to fairness, explainability, and human oversight often
intersect with employee experience and organizational culture, again lending itself
to the type of cross-functional remit that this role would hold.

Finally, the VP of Al Workforce Transformation can support the evolution of HR
itself, aligning capabilities across talent acquisition, learning, analytics, and business
partnering to drive a more integrated transformation agenda.

@

-

?

if this role is right for your organization

Are we intentionally redesigning
work, roles, and workflows for
an Al-enabled organization, or
are we mainly layering Al onto
existing structures and letting
change evolve organically?

@

Where is the real bottleneck

to value creation today— (‘:@
technology maturity, leadership
bandwidth, workforce

readiness, or cross-functional
coordination—and what does

that imply for our leadership

and governance model?

Are we moving from pilots to
scale with a repeatable approach
and clear visibility into how
tasks, roles, and productivity

are changing, or are we

limited to isolated successes

and hidden shifts in work?

If we introduced a dedicated
leader for Al-driven workforce
transformation, how would

we give them the authority,
sponsorship, and time horizon to
materially change our trajectory?
Could strengthening existing
roles or governance realistically
achieve the same outcome?
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First-year priorities and

measures of progress

Conclusion

About the authors
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In organizations that introduce this role, early efforts focus on a small number of
high-impact initiatives. For example, the VP can identify areas where Al has the
potential to materially improve performance and work with business leaders to
redesign work in those areas.

Other priorities include building a clearer understanding of how roles and skills are
evolving and establishing guiding principles for human-Al collaboration.

Progress should be evaluated through a combination of indicators. In addition

to tracking activity, organizations should assess outcomes, including productivity
improvements, cycle-time reductions, employee adoption, and levels of trust and
engagement. Over time, linking these indicators to business performance will
provide a clearer view of impact.

Al is already reshaping how work gets done across industries. The question many
organizations are now exploring is how to translate that change into sustained
improvements in performance, capability, and growth.

Creating a VP of Al Workforce Transformation is one potentially powerful approach.
For some organizations, this role can provide additional focus, coordination, and
execution capacity, helping connect Al investments more directly to workforce and
business outcomes.

At its core, effective Al adoption requires clear and intentional ownership, ensuring
that the workforce dimension of Al is addressed with the same level of rigor as the
technology itself. This role is one way to provide that ownership.

That said, it is not the only path forward. Some organizations may instead rely on
cross-functional teams or expanded mandates for existing leaders. This approach
will not be right for everyone. However, for organizations finding that even the
most advanced Al does not translate into impact on its own, introducing greater
coordination and leadership focus may be an important next step.

If the Al stack explains how intelligence is built, then leadership, whether through
a dedicated role or another model, determines how that intelligence is ultimately
translated into performance.
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Human
Resources

Officers
Practice

We partner with organizations to help them identify strategic

human resources leaders who are prepared to lead and create high-
performing organizations. We help our clients find HR leaders with
the business acumen, strategic and market insight, financial savvy,
operational capabilities, and ability to harness data and technology
to drive business success. These leaders must be culture shapers with
the foresight, resilience, and adaptability to drive transformative
change in organizations through strategic talent management.
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Tech
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The right leadership for every frontier

Innovation is accelerating—Al, cybersecurity, health tech, cryptocurrencies,
defense tech, climate tech, and many others represent vast frontiers of
opportunity and challenge for businesses, investors, governments, and
consumers. Early-stage investments are fueling rapid growth to a maturity
level warranting private equity funding. These rapid, large-scale changes are
creating an urgent need for adaptable leadership who can grow quickly in an
unfamiliar space, learn on the fly, and match fast-evolving trends with agility,
humility, and capability. Yet, demand for these executives far exceeds supply.

Heidrick & has long operated at the frontier of technology, leveraging our
expertise, experience and commitment to the evolving gamut of sectors
and thematics, born out of disruption and opportunity identification at the
intersection of industry and technology. Like our clients, we work to identify
whitespace opportunities and drive innovation. We help disruptors and
incumbents build the leadership they need—wherever the frontier leads.
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