TALENT, ORGANIZATION & PEOPLE SOLUTIONS

Adaptive by Design: Meta-Trends Shaping
Workforce Planning in the Al Era

A NEW ERA OF WORKFORCE PLANNING

The workforce is no longer solely human—so planning for it can’t be either.

For decades, workforce planning focused on aligning people
with business strategy under relatively stable conditions:
predictable demand, established job structures, and
incremental change. But that model is becoming increasingly
obsolete in an era when Al and automation are redefining work
environments and market volatility has become a constant.

At the same time, the workforce itself has expanded.
Generative and agentic Al mean that digital workers—
intelligent systems, virtual agents, and autonomous
processes—now operate alongside human employees in a
workforce that is measured not by headcount, but by the
balance between human and machine capacity.

In this landscape, the static, structured workforce planning
tools we previously relied on are no longer fit for purpose.
Instead, the most advanced organizations have started
treating workforce planning as a dynamic living system
that constantly senses change, models scenarios, and
orchestrates human and digital talent in real time.

Al is the key to this shift. Paradoxically, it is both the force that’s
disrupting work and also the technology that makes adaptive
planning possible. Al can simulate multiple futures, rebalance
capacity, and build regenerative workforces that adapt and
grow through disruption, rather than reacting to it. After all,
when deployed constructively, Al frees up human employees
to focus on more creative and skilled tasks in new areas.

In this model, workforce planning evolves into the central
nervous system of organizational reinvention. Dynamic,
data-rich, and Al-enabled, it continuously coordinates
strategy, talent, and automation investments, making sure
the different parts of the organization are working in harmony
to fuel growth. In this era, adaptability is the ultimate
advantage—and organizations that fail to adapt die.

The question is not whether to change, but how.

In this model,
workforce planning
evolves into the
central nervous
system of
organizational
reinvention.
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THE WORKFORCE PLANNING MATURITY CURVE

For years, workforce planning was treated as a back-office
chore—tracking headcount, managing labor costs, and filing
compliance reports. But the ground has shifted. With more
volatile markets, skills in short supply, and Al reshaping how
work gets done, workforce planning must take center stage

as a lever for growth and resilience.

Workforce Planning Strategic Maturity Curve

At Alvarez & Marsal, we conceptualize the journey via various
tools, including our Workforce Planning Maturity Curve. The
more business value you unlock.

Enablers Stage 1102 Stage 2t0 3 Stage 3to 4 Stage 4 to 5
People Build cross-functional team Train leaders in skills-based Train leaders to apply predictive Develop workforce architects to
and shared accountability planning and labor analysis insights & scenario simulations design workflows & labor mix
Processes Establish structured workforce Build enterprise skills and Shift to rolling planning cycles, Embed workforce planning into
planning tools for annual cycle tasks taxonomy and inventory embedding scenario modeling corporate strategic planning
Data  Create single source for Embed skills taxonomy, Embed demand, task and Expand sensing data to include
workforce data proficiency, & benchmark data automation potential data workforce energy and well-being
Technology  Integrate HRIS and Finance Deploy analytics & talent Implement ML/advanced Use agentic Al for real-time
systems for labor cost tracking marketplace tools analytics & shared dashboards workforce orchestration

/

//

@ Coordinated @ skilled O Predictive @ Regenerative

Early stages (1-2) deliver compliance and cost control, A regenerative workforce means:
though data is inconsistent, collaboration remains tentative, -
and planning is administrative rather than strategic.
Meanwhile, the middle stages (3-4) elevate workforce
planning into a strategic enabler, aligning talent and skill sets u
with priorities, reducing execution risk, and starting to look

to the future rather than just focusing on the present. The m
final stage (5) then leverages Al, automation potential, and
real-time sensing in a fully integrated ecosystem —ultimately
cultivating a regenerative workforce.

Continuously sensing and responding to change.
B Fluidly rebalancing human and digital capacity.

Anticipating disruption and using it as a catalyst
for reinvention.

Aligning human potential, Al capabilities, and business
goals in real time.

This results in a business that is more innovative, more
resilient, and more competitive.
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SELF-ASSESSMENT: BUILDING A ROADMAP

Our curve isn’t just a diagnostic tool; it’s a roadmap. Leaders
can identify where they are today and take practical steps
across people, processes, data, and technology to climb
toward greater agility, resilience, and strategic impact.

Stage 1-2: Reactive
to Coordinated

B |s workforce planning
primarily reactive, focused
on backfilling vacancies
and managing budgets?

B |s workforce data siloed
across HR, Finance, and
Operations?

B Do we have a trusted,
single source of workforce
data?

B Have we established a
structured, budget-aligned
planning cycle?

Stage 2-3:
Coordinated to Skilled

B Are workforce plans still tied

mainly to annual budget
cycles, limiting agility?

Do HR, Finance, and
Operations collaborate
beyond short-term cost
control?

Have we built an
enterprise-wide skills
taxonomy and inventory?

Are skills data and
benchmarks embedded
into workforce planning?

These questions will help you assess your organization’s
current maturity level and identify the next set of priorities to
advance workforce planning as a strategic capability.

Stage 3-4:
Skilled to Predictive

B Are forecasts still based

largely on historical trends?

B Have we shifted from
role-based to skill-based
supply and demand
modeling?

B Do we use predictive
models or scenario
simulations to anticipate
workforce risks?

B Are automation potential
data and advanced
analytics integrated into

Stage 4-5:
Predictive to Regenerative
B Are scenario simulations

run continuously, or only
during planning cycles?
Do we model human and
digital capacity together in
workforce plans?

Has workforce planning
been embedded into core
enterprise strategy
discussions?

Do we leverage real-time
sensing (skills, well-being,
collaboration data) and

If you answer “mostly yes” at a given stage, you should
focus on the following priorities:

B Stage 1-2: Integrate data, program standards, and
governance.

B Stage 2-3: Advance skills-based planning and
redeployment.

B Stage 4-5: Scale predictive modeling, scenario planning,
and automation insights.

B Stage 5: Operate as a regenerative system, embedding
Al and continuous sensing to drive growth.

[t's crucial to dig into these questions and assess where
you need to go. If you're stuck at Stage 2, you must evolve
toward a more intelligent, dynamic, and integrated system,
which will create space for growth in the long term—
otherwise, you’ll be at serious risk of falling behind.

planning? agentic Al to orchestrate

the workforce ecosystem?

The future of workforce planning lies in getting all your assets
to work in tandem, driving growth skyward.

Having outlined how to transition from reactive to regenerative
workforce planning, it's important to step back and examine
the forces driving the need for this change. A series of meta-
shifts provide this context, highlighting the technological
developments, strategic pressures, and business imperatives
that make transitioning to a new workforce planning model
not just beneficial, but essential. In other words, these
underlying shifts reveal why organizations must evolve their
approach to workforce planning to stay competitive, agile,
and future-ready. Let’s dive into them below.
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META-SHIFTS SHAPING THE FUTURE OF WORKFORCE PLANNING

li'gné; 1. From Headcounts to
45 5 Multispecies Workforces

Workforces now encompass full-time human employees,
contingent and gig workers, and Al-enabled agents. Each
type of worker contributes distinct forms of value, but they
must all be planned, governed, and motivated as part of
one ecosystem.

Leaders who only plan around employee headcount risk
misallocating both human and digital capacity. Seeing the
workforce as an integrated and complementary system
unlocks flexibility: Humans bring creativity, empathy, and
judgment while digital agents deliver speed, precision,
and scale.

B Then: Workers were employees; planning meant
scheduling people.

B Now: Workers include people, platforms, and algorithms;
they require orchestration, not staffing.

Implication

HR and business leaders must design governance,
performance systems, and data models that measure
contributions across both human and digital dimensions.

2. From Planning to
Always-0n Sensing

@

Nowadays, annual headcount forecasts are obsolete the
day they’re published. What organizations need is real-time
sensing of skills, capacity, and workforce energy, combined
with Al-powered scenario modeling.

Al analytics can fuse internal HR data, labor market signals,
and “flow of work” data from collaboration tools to create

a live dashboard of capability and capacity readiness. In
addition, this enables leaders to test “what if” scenarios:
What will happen if we automate 30% of a process? Acquire
a competitor? Expand into a new region?

This combination of always-on sensing and simulation
converts workforce planning from a reporting exercise into
an adaptive management system.

B Then: Planning involved fixed forecasts, historical trends,
and annual cycles.

B Now: Real-time sensing and advanced scenario modeling
guide dynamic skill development, talent deployment,
energy management, and automation priorities.

Implication

Your organization’s HR function evolves from report
producer to strategic partner, running simulations,
stress-testing plans, and helping leadership develop and
allocate talent with the same rigor as capital investment.
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3. From Job Titles to
Dynamic Data

010
68
M—r

Static job titles no longer reveal how work truly and optimally
gets done. What matters now is data captured at the

level of skills and tasks —the actual units of value. This
granularity gives organizations a living, data-rich view of their
capabilities and exposes where automation or augmentation
will have the greatest impact.

Indeed, Al-driven skills taxonomies, task-mapping tools, and
process-intelligence platforms now connect skill and task
data in one integrated view. This allows leaders to make
more informed decisions about embedding automation

into workforce planning cycles. To do so, they can draw on
tools such as our Automation Potential Index (API)—this
uses role- and task-level data to identify and prioritize where
automation is most feasible and will generate the greatest
RO, thereby enabling workforce strategies that effectively
balance human and digital capacity.

B Then: Workforce planning revolved around titles and
headcount, while automation was managed separately as
a technology project.

B Now: Workforce design is powered by data, integrating
human capability, digital productivity, and automation
feasibility into a single analytical model.

Implication

HR operates an intelligent workforce system that learns
continuously, dynamically rebalances work between
people and digital agents, and embeds data-driven
precision into daily decision-making.

4. From Predictive to
Protective Al

The more data-driven workforce design becomes, the
greater the imperative to establish transparent, fair, and
human-centered Al systems—preserving dignity while
delivering tangible value to employees.

Al algorithms are now collecting information and shaping
decisions across hiring, performance, scheduling, and
learning. When governed well, they deliver speed and
precision; when left unchecked, they can introduce bias,
erode trust, and trigger regulatory risk. As automation and
analytics scale, so do the stakes: HR leaders must become
as fluent in data ethics as they are in workforce strategy.

This means embedding responsible Al principles such as
Harmonic Al—which ensures technology amplifies human
potential and employability —into every model and process.
It also means keeping humans in the loop for validation,
oversight, and critical decision-making.

B Then: Workforce data lived in siloed HR systems with
limited visibility or governance.

B Now: Al-powered planning pulls from integrated
databases (e.g., employee profiles, collaboration
systems, training, performance), requiring explainability,
fairness, and continuous human oversight.

Implication

As Al becomes part of the central nervous system of
workforce design, HR must act as its ethical governor
by defining data standards and auditing algorithmic
decisions. This will foster transparency, build trust,
and ensure technology augments rather than replaces
human judgment and employability.
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Interests
Education
Certifications
Geography
Experience
Job history
Seniority

Skill Proficiency
Learning &
development
records

Performance
Engagement

Internal systems (e.g., ERP, HRIS)
External labor market data

Workforce Supply Data

Work/shift
schedules
Work units/
transactions
Work arrival
patterns
New product
launches

M&A transactions
IT deployments
Skill requirements
Labor cost
Automation
potential indicators

o

Workforce Demand Data

Internal systems (e.g., ERP, HRIS)
External labor market data

WORKFORCE PLANNING AS A LIVING SYSTEM

Not only has Al totally transformed our working environment,
but the democratization of Al tools has lowered barriers.
With advanced forecasting, skill matching, and scenario
planning now available to organizations of all sizes, there’s
no excuse for clinging to legacy models: All they do is waste
value in the single largest cost pool—labor.

The workforce must now become an enterprise’s most
dynamic system, defined not just by people, but by
platforms, partners, and Al. My colleague Brad Hullsiek, a
leading voice in workforce planning, captures it perfectly:
“It's a shift from static forecasting to a living, multidisciplinary
system powered by Al and unified data. It's no longer about
predicting job titles... it’s about continuously modeling and
adapting to how work itself is changing.”

The potential payoff is transformative:

B Enterprises gain visibility across complex ecosystems.

B Knowledge-intensive sectors deploy scarce skills precisely.
B Regulated industries achieve transparency and auditability.
[

Companies can reallocate skills and tasks with speed
and agility.

Model Factory

External Skill
Availability

INTELLIGENT WORKFORCE ENGINE

Internal Role
and Skill Gaps

Spot the Gaps > See where
skills are missing and forecast

Performance and what'’s next.

Turnover Risk Train with Purpose > Direct
reskilling where it drives the

most impact.

Hire Strategically > Target
talent that complements your
in-house strengths.

Flex the Schedule > Match
staffing to demand while giving
employees more balance.
Plan Your Robots > Find the
sweet spot between human
talent and Al automation.

Work Automation
Potential &
Sequencing

Even smaller, less-mature firms can capture value by taking
simple steps toward cleaner data, stronger forecasting,
and shared skills taxonomies. And with each step up the
maturity curve, advantages compound: Workforce planning
is elevated from cost control into a strategic alignment

tool, subsequently leading to innovation, resilience, and
sustainable growth.

These are complex moves, but they need not be taken
alone. Alvarez & Marsal not only helps organizations adopt
Al but also supports them to accelerate the maturity of their
workforce planning and Al practices, building workforces
that are prepared for whatever comes next.

Want to read more from our experts? Find further insights on
Al and workforce planning here:

& Strategic Workforce Planning as Competitive Advantage

P Navigating the Next Workforce Crisis — A Future-Proofing Playbook

& The Al-Powered Workforce: Preparing Your Business and People
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https://www.alvarezandmarsal.com/insights/strategic-workforce-planning-competitive-advantage
https://www.alvarezandmarsal.com/thought-leadership/navigating-the-next-workforce-crisis-a-future-proofing-playbook
The AI-Powered Workforce: Preparing Your Business and People
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ABOUT ALVAREZ & MARSAL

Founded in 1983, Alvarez & Marsal is a leading global professional services firm. Renowned for its leadership,
action and results, Alvarez & Marsal provides advisory, business performance improvement and turnaround
management services, delivering practical solutions to address clients’ unique challenges. With a world-wide
network of experienced operators, world-class consultants, former regulators and industry authorities,
Alvarez & Marsal helps corporates, boards, private equity firms, law firms and government agencies drive
transformation, mitigate risk and unlock value at every stage of growth.

To learn more, visit: AlvarezandMarsal.com
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