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Introduction: Why and How to Use This Toolkit

As Al adoption accelerates, talent development (TD) must not only prepare the workforce for new tools
and processes but also guide organizations through the human reactions to Al, such as fear, skepticism,
resistance, and hope. There is a unique opportunity—and responsibility—to humanize the Al transition.
By reframing work, amplifying human strengths, building new skills, and creating a safe environment
for experimentation, TD can help organizations not only survive but thrive in the era of Al.
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Tool #1: Talent Development Strategies
for Addressing the Human Side of Al

This tool serves as a guide to the most essential things the TD function can do to anticipate and manage
these human issues, while building organizational capability and resilience.

1. Reframe the Narrative: From Fear to Possibility

* Position Al as augmentation and addition, not automation.
o Emphasize Al as a “co-worker” that enhances human strengths rather than replaces them.
o Highlight examples where human + Al creates greater value than either alone.

» Address fear directly.

* Treat Al anxiety like any other major change: acknowledging concerns, providing psychological safety,
and avoiding overhyping efficiency gains at the expense of people.

2. Clarify Human Uniqueness
* |dentify and amplify human contributions that Al cannot replicate easily—empathy, trust-building,
nuanced judgment, leadership presence, creativity.

* Reframe work meaning. Help employees see how their roles evolve as Al handles routine tasks, freeing
them to focus on higher-value contributions.

* Use symbolic cues (e.g., how Al agents are named) to signal Al as a helper, not a replacement.

3. Build New Skills & Competencies

* Human + Al Skills Portfolio:
o Digital/Al fluency: how to use Al tools responsibly and effectively

o Human skills for an Al world: emotional intelligence, trust-building, adaptive communication, ethical
reasoning, creative problem-solving

o Innovation skills: moving from user = builder = innovator

* Create tiered learning paths (e.g., Bronze = Platinum, or foundational = advanced) to support growth
from awareness to mastery.

* Embed Al into existing development programs (leadership, management, functional academies)
instead of creating siloed tracks.
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4. Engage Employees in Experimentation

* Create safe spaces to explore Al.
o Host workshops where employees bring real work problems and experiment with Al solutions.
o Encourage peer learning and knowledge-sharing.

* Normalize experimentation. Leaders and managers should model “working with Al,” showing that trial
and error is part of the learning curve.

* Invite employee input on where Al can reduce frustration or enhance performance.

5. Strengthen Change & Communication Practices

* Be a proactive storyteller. Share case studies of Al use that improve work, not just efficiency (e.g.,
better customer outcomes, safer decisions, higher job satisfaction).

* Message transparently. Communicate openly about Al adoption plans, impacts, and limitations.

* Language matters. Avoid terms that suggest replacement (“automation”) and use terms that convey
partnership (“augmentation,” “addition,” “co-pilot™).

6. Partner on Governance & Trust
» Develop Al literacy for TD professionals. Ensure the function understands governance, bias, and ethics
so it can credibly guide others.

» Contribute to organizational Al governance. Provide input on employee experience, fairness, and
learning when Al adoption decisions are made.

» Teach responsible use. Embed guardrails (compliance, privacy, fairness) into training programs.

7. Support Leaders & Managers

* Equip managers to use Al in coaching, feedback, and performance discussions, while strengthening
empathy and adaptability.
» Coach leaders to role-model Al adoption while reinforcing culture and human-centered values.

* Prepare leaders for “insight bias.” Help them avoid overconfidence in either Al or their own instincts
when both are in play.
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8. Measure Impact & Readiness

* Create Al readiness assessments. Gauge employee confidence, skills, and trust in Al.

* Track adoption and impact. Monitor usage of Al tools, changes in productivity, and employee
engagement levels.

* Develop human-centered metrics. Include measures of psychological safety, trust in leadership,
and perceptions of fairness.

9. Create Cross-Functional Partnerships

« Work with IT/Al teams to shape tools in ways that align with human experience.
* Collaborate with communications to design consistent, empathetic messaging.
* Partner with HR/OD to align Al adoption with career development, mobility, and culture-building

initiatives.
10. Foster a Future-Ready Culture

* Encourage a growth mindset: position Al change as continuous learning, not one-time disruption.
* Build resilience through scenario planning and “future-of-work” exercises.

* Celebrate stories of human creativity amplified by Al, reinforcing cultural values of agility, curiosity,
and innovation.
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Tool #2: 11 Steps for
Transparent Messaging About Al

The formula for transparent Al messaging is:
Acknowledge + Explain + Admit limits + Show oversight + Invite dialogue. Here are 11 steps you can take:

1. Clarify Expectations for Al Adoption and Experimentation

* Be clear about the timeline. Al takes investments that must be planned and prioritized. It may therefore
take time for people to feel the impact of Al on their jobs.

* Be explicit about whether Al tools are optional for exploration or required for daily work.

» Use clear statements like: “We encourage employees to experiment with Al tools to discover new
efficiencies, but some tools will become standard parts of our workflow.”

* |f adoption is expected, outline training, support, and accountability measures.
* If experimentation is allowed, communicate boundaries and best practices for responsible use.

* Example: “You’re welcome to try out approved Al tools to improve your work, but for certain
processes, using Al will be a team expectation moving forward.”

* This transparency helps employees understand not just what’s possible, but what’s expected—and
reduces confusion or anxiety about compliance.

2. Acknowledge Employee Concerns Directly

* Don’t minimize or dismiss fears about automation, job loss, or fairness.

* Use clear statements like: “We know many of you are asking, ‘What does this mean for my role?’
Let’s address that.”

* Create space for two-way dialogue rather than only pushing top-down messaging.

3. Be Specific About Intent and Use Cases

» Explain why Al is being introduced (efficiency, augmentation, innovation, safety, customer experience).
» Share examples of where it will be used, and equally important, where it will not.

» Al requires processes and procedures. Be clear about where you are starting, the processes it will
influence, and the timing of planned introductions.

* Example: “We’re using Al to speed up customer response times, but decisions about promotions
remain fully human.”
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4. Share Limits and Risks, Not Just Benefits

* Communicate what Al cannot do reliably, where errors may occur, and how oversight is built in.
* Example: “Al will draft reports, but final approval will always come from a manager.”
* Build credibility by admitting imperfections.

5. Be Honest About Workforce Impact

« |f efficiency gains could change staffing, say so, and outline what support (reskilling, redeployment,
transition planning) is in place.

* Avoid vague reassurances that “no one will be affected,” which erodes trust.

6. Highlight Human Oversight & Responsibility

* Reinforce that humans remain accountable for decisions, even when Al contributes input.

» Example: “Al helps us with options, but managers are still responsible for choosing the best fit.”

7. Make Governance Visible

» Explain the guardrails: ethical principles, bias checks, privacy protections.
» Share the process for evaluating and approving Al use.

* Example: “Every new Al tool we deploy goes through an employee-impact and bias review process.”

8. Keep the Language Simple & Human

LLINT]

» Avoid jargon and technical terms (e.g., “large language models,” “transformer architectures”).

* Use plain language metaphors: “Think of this as a digital co-pilot. It makes suggestions, but you’re still
flying the plane.”

9. Create Feedback Loops

* Provide channels for employees to ask questions or raise issues (Q&A sessions, anonymous surveys,
Slack channels).

* Show responsiveness by addressing feedback in follow-up communications.
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10. Be Consistent Across Leaders

* Ensure managers and executives deliver the same core messages, not mixed signals.
* Equip leaders with a messaging playbook so they don’t improvise and create mistrust.

11. Sustain the Conversation

* Transparency isn’t a one-time announcement; it’s ongoing.
» Share updates on Al projects, lessons learned, and adjustments.

» Keep repeating the core narrative: Al is here to augment, not replace; humans remain central.
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Tool #3: Keeping It Human: Quick Tips
for Managers Using Al for Coaching

When using Al to help you with coaching, feedback, and performance conversations, here are some tips
for keeping empathy and adaptability at the center of your interaction.

1. Be thoughtful in the prompts you give your Al coach. Here are some
safe, pre-tested prompts you can copy/paste into Al tools.

* Feedback Preparation
“Draft a supportive script for giving constructive feedback to an employee who is
(missing deadlines, exceeding expectations, not yet ready for promotion, whatever the key issue is).
Emphasize growth, empathy, and specific examples.”

» Career Conversations
“Suggest open-ended questions | can ask an employee about their career goals, focusing on curiosity
and encouragement.”

* Recognition & Appreciation
“Create three options for short thank-you messages to recognize an employee’s contribution on a
project, in a warm and authentic tone.”

* Difficult Conversations
“Help me structure a conversation where | need to share concerns about an employee’s declining
performance. Include empathetic framing, opportunities for support, and an invitation for dialogue.”

2. Check for empathy & adaptability. Here are some questions you should
ask before using Al-generated outputs.

* Does this message sound like me? Or does it feel too generic or robotic?

* Have | personalized it? Did | adapt the wording to the individual’s situation, style, and context?

* Am | leaving room for dialogue? Or is the script too one-directional?

* What emotions might this message trigger? Am | prepared to listen and adjust in the moment?

» Does this message reflect care, fairness, and respect? If | received it, would | feel valued?
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3. Remember the dos & don’ts for Al in coaching and feedback.
Do

» Use Al for preparation (drafting ideas, structuring conversations, brainstorming questions).
* Check and adapt outputs to your authentic voice.

» Use Al to explore multiple tones or approaches before deciding what feels right.

» Share openly with your team: “l used Al to help me think this through, but | want to hear your
perspective.”

Don’t

* Deliver Al scripts word-for-word without human adjustment.

* Let Al make judgments about performance, ratings, or promotions.

» Use Al to avoid difficult emotions (e.g., delegating tough conversations entirely).

* Present Al as infallible. Position it as a tool, not an authority.

4. Consider practice & reinforcement.
* Role-Play Simulations: Work with another manager to evaluate Al-prepared scripts, then adapt them in
response to feedback.

* Peer Sharing: You may want to set up regular meetings (or time in already scheduled meetings) where
you and others can share what worked or what did not.

 Just Ask: Ask employees whether manager feedback feels human and supportive.

REMEMBER:

Al can help you prepare and structure conversations, but connection is human work. Use Al as a
supportive co-pilot, not a replacement for empathy, adaptability, and trust.

Do not let Al make you lazy. The best use of Al is when you first decide what you think and then utilize Al
to enhance it. We do not learn from experience; we learn from reflecting on experience. Al can help you
become a better leader if you practice regular reflection. You cannot delegate that to Al.
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Tool #4: Al Sandbox:
A Hands-On Session for Employees

This session offers a safe and hands-on environment for employees to experiment with Al tools. Use it
to help your people increase comfort, reduce fear, and encourage curiosity. Gather input and baseline
data on employee comfort and perceived value of Al for work, and position employees as partners in
shaping future Al learning and support resources.

SESSION OVERVIEW

* Format: 3 hours (in-person or virtual)
* Participants: 15-30 employees, ideally cross-functional
* Facilitators: Talent development staff + technical Al SME

» Tools: Al sandbox (e.g., ChatGPT Enterprise, Copilot Studio), collaboration board (Miro/MURAL),
prompt cards, evaluation surveys (Qualtrics, Google Forms, Mentimeter, paper forms)

AGENDA
1. Welcome & Framing (20 min)

» Set psychological safety: Experimentation is encouraged, and perfection is not the goal.
* Explain dual purpose: This is for you to learn, but also for us to understand how best to support you.

* Introduce the idea of employees as co-creators of the Al journey.

2. Pre-Session Survey (5-10 min)

* Quick, 3-5 questions (paper, app, or live poll). Examples:
o How comfortable are you using Al tools in your daily work? (1-5 scale)
o Have you tried using [tool] before? (Yes/No)
o What’s one word that describes how you feel about Al at work?

* Collects baseline comfort and sentiment data.

3. Icebreaker: Fun With Al (15 min)

* Lighthearted exercise (e.g., “Generate a poem about our workplace” or “Al designs a new
lunch menu”).

» Goal: lower resistance, spark curiosity, and normalize play.
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4. |Identify Work Challenges (30 min)

* Individual reflection: “What tasks frustrate you or take too much time?”
* Share on a group wall or board.
* Facilitators cluster themes (e.g., admin tasks, communication, analysis).

5. Experimentation Sprints (60 min)

* Groups of 3-4 choose one challenge to solve using Al.
* Cycle: Define - Prompt = Test = Refine - Capture Learning.
* Facilitators circulate to coach on prompt design and responsible use.

6. Share Back & Reflection (30 min)

* Each group presents:
o Their challenge.
o What they tried with Al.
o What worked or didn’t.
o How Al might augment their work.
* Facilitators capture themes (both use cases and capability gaps).

7. Post-Session Survey (10 min)

* Repeat comfort question for comparison: “How comfortable are you now using Al tools in your
daily work?”

* Ask: “What new use cases or skills would you like more support with?”

* Invite open comments: “What advice would you give leaders about how to support employees
in adopting Al?”

8. Wrap-Up & Next Steps (15 min)

» Share back aggregated insights later. Show participants that their input matters.
* Reinforce: Al is a co-pilot, not a replacement.

* Provide resources (prompt library, ethics guidelines, learning modules).

* Invite interested employees to join an “Al Learning Community” or pilot group.
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Outputs for Talent Development Team

* Baseline Data: Comfort level and sentiment toward Al.

* Impact Data: Pre/post shifts in comfort and curiosity.

* Use Cases: Where employees see Al as valuable.

» Needs Assessment: Specific skills/resources employees request.

» Partnership Signal: Employees feel engaged as co-creators, not passive recipients.

EXAMPLE SURVEYS

Pre-Session (Baseline) Survey
(5 minutes at start of session)

1. Comfort Level
On a scale of 1-5, how comfortable are you using Al tools in your work today?
1= Not at all comfortable | 5 = Very comfortable

2. Prior Experience

Have you used Al tools (e.g., ChatGPT, Copilot, Gemini, Claude) before?
* Yes, often

* Yes, occasionally

* No, never

3. Sentiment Check
What one word best describes how you feel about Al in the workplace right now?
(Open text)

4. Expectations
What do you hope to get out of today’s session?
(Open text)
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Post-Session Survey
(5 minutes at end of session)

1. Comfort Level (Repeat)
On a scale of 1-5, how comfortable are you now using Al tools in your work?
1= Not at all comfortable | 5 = Very comfortable

2. Confidence Change

Compared to before the session, how has your confidence in using Al changed?
* Much higher

» Somewhat higher

* About the same

* Lower

3. Practical Application
What is one way you might use Al in your role after today’s session?
(Open text)

4. Support Needs
What additional skills, tools, or resources would help you use Al more effectively in your work?
(Open text)

5. Advice to Leaders
What advice would you offer our leadership team on supporting employees in adopting Al?
(Open text)

Survey Notes for Talent Development Team

» The comfort scale provides a measurable before/after comparison.

* The sentiment word can be used to create a word cloud to visualize shifts in perception.

* Open-text questions give you qualitative insights into use cases, barriers, and employee priorities.
* Question 5 turns participants into partners and advisors, reinforcing psychological safety.
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