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Introduction

It is vitally important for organizations to build a governance framework for ethical and optimal Al use
in talent development. Al is fast becoming deeply intertwined with recruitment, development, and
performance management. Al offers incredible benefits to organizations and individuals, but without
a framework in place, the risks can be just as significant as the benefits.

A robust governance framework does the following:

1. Protects Employees and the Organization From Harm

Bias and Discrimination

Al systems can unintentionally reinforce bias in hiring, promotion, or training recommendations.
A governance framework ensures bias detection and mitigation steps are built in.

Data Privacy

Talent development Al tools often use sensitive employee data. Governance sets guardrails for
collection, storage, access, and deletion.

Employee Trust

Transparent governance builds credibility, so employees feel safe engaging with Al-driven learning
and development systems.

2. Aligns Al Use With Organizational Values
» Without governance, Al decisions may conflict with stated company values (e.g., diversity,
equity, inclusion).

* Governance ensures Al applications reflect and reinforce the cultural and ethical commitments
of the organization, turning “values on paper” into operational practices.

3. Improves Decision Quality and Business Impact

Optimal Use

Governance ensures Al is applied where it delivers measurable value in talent development (e.g., skills
gap analysis, personalized learning) and avoids wasted investment in low-impact uses.

Consistency

Common principles and processes prevent fragmented, siloed Al deployments that confuse users
and dilute impact.

Evidence-Based Decisions

Governance builds in metrics, enabling leaders to see whether Al solutions improve capability building,
retention, or performance.
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4. Meets Legal, Regulatory, and Standards Requirements
* Global regulations on Al ethics, data protection (e.g., GDPR, EEOC compliance), and workplace
fairness are tightening.

» A governance framework ensures Al systems in talent development comply with applicable laws,
reducing legal and reputational risk.

5. Anticipates and Manages Risk

Operational Risks
Poorly governed Al can fail silently, producing flawed recommendations.

Reputational Risks

A publicized Al ethics failure in employee treatment can damage employer brand and
recruitment ability.

Change Management Risks
A framework addresses how to engage stakeholders, reducing resistance and increasing adoption.

6. Supports Innovation Without Losing Control
* Encourages experimentation with Al tools in talent development within clear boundaries.

* Prevents “shadow Al”—the use of unapproved tools without oversight.
» Makes scaling successful Al pilots easier by having a ready-made structure for review and deployment.

7. Strengthens Accountability

* Clearly defines who is responsible for each aspect of Al governance—from procurement to monitoring
to retirement.

* Creates a documented trail of decisions, risk assessments, and approvals, which is critical for audits
and future reviews.

Without governance, Al in talent development risks becoming a “black box” that is hard to explain,
measure, or control, undermining employee trust and organizational strategy. With governance,

Al becomes a transparent, values-aligned, measurable driver of workforce growth and
organizational success.

This guide is intended to help TD leaders create and manage a governance process. It is worth noting
that the business leaders are key stakeholders in every aspect of this process. In each phase, additional
stakeholders are identified.
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Phase 1: Establish Strategic Intent
and Foundational Values

Objective: Align Al governance with the organization’s mission, values, and strategic goals.

Key Actions:

* Form a cross-functional Al Governance Task Force including legal, ethics, and business unit reps.

* Conduct a values-based Al impact workshop to define how Al should support people and
organizational growth.

* Define principles for ethical Al use (e.g., transparency, fairness, inclusivity, privacy, accountability).

Stakeholders:

* CHRO or Chief Talent Officer (Sponsor)
* Legal Counsel (Compliance Lead)
¢ Chief Data or Al Officer

» Employee Experience/DEl leaders

Progress Indicators:

* Documented Al principles approved by leadership
* Published TD-aligned Ethical Charter for Al use
¢ Clear accountability roles identified
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Phase 2: Audit and Map
Current Al and Data Use

Objective: Understand how Al is already in use and where governance is most urgent.

Key Actions:

* Inventory all Al tools, systems, or algorithms currently used in HR/TD processes.
* Map data flow: what employee data is collected, how it’s used, and who has access.

* |dentify areas of high risk or ethical concern (e.g., talent assessment, surveillance,
upskilling automation).

Stakeholders:

* HRIS and People Analytics teams
» Procurement/Vendor Management

* IT Security

Progress Indicators:

« Central Al/algorithm inventory
* Risk heat map for Al use in TD processes

» Data governance gaps identified and logged
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Phase 3: Develop the Al
Governance Framework

Objective: Design a structure for oversight, decision-making, and safeguards.

Key Actions:

* Define Al oversight bodies: Al Review Board, Algorithm Auditing Group, Al Model Review Group,
and TD liaison roles.

 Establish Al use policies such as consent, explainability, and human-in-the-loop decision rules.
Review existing organizational policies for consistency.

* Define thresholds for when new Al use requires ethical review.

Stakeholders:
« Al/Tech Leads

* Policy and Compliance Managers
* Employee Representatives
* Learning & Development team leads

Progress Indicators:

» Al Governance Charter published
* Review and escalation pathways defined

* Internal ethical review process operational
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Phase 4: Build Capability and
Shared Understanding

Objective: Ensure all stakeholders understand and can act on governance policies.

Key Actions:

» Develop Al ethics and literacy training tailored for:
o TD professionals (on responsible integration)
o Leaders (on bias, decision rights)
* Employees (on rights and usage transparency)
* Create a communication plan to raise awareness of Al-related rights and support.

Stakeholders:

* Instructional Design/TD Content Developers
« Communications/Change Management teams

Progress Indicators:

Al training module completion rates
* Pulse surveys on understanding of Al rights/policies

* Manager confidence scores in using Al ethically
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Phase 5: Monitor, Evaluate, and Adapt

Objective: Establish continuous improvement in Al governance.

Key Actions:

» Set up regular Al system audits for fairness, effectiveness, and unintended consequences. Audits
must include purchased systems and products unless providers of those products provide regular
audit reports.

* Collect feedback from employees on Al interactions (especially in learning, hiring, and performance).

* Review and update governance frameworks annually or when significant Al changes occur.

Stakeholders:

* Internal Audit
* HRBPs

» External experts or academics (optional)

Progress Indicators:

» Audit reports are completed on schedule
* Number of issues remediated due to employee feedback

* Annual governance review conducted and updated
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Optional Phase: External
Benchmarking and Certification

Objective: Strengthen trust and ensure global best practices.

Key Actions:

* Benchmark Al governance policies with peer organizations.
« Consider voluntary certification (e.g., ISO/IEC 42001, Al Ethics certification bodies).

* Publish transparency reports on Al use in TD.

Stakeholders:

* ESG or Sustainability Teams
* Risk and Legal

* Communications

Progress Indicators:

* Certifications obtained
* Benchmarking results shared with leadership
* Positive reputation impact from transparency reports
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APPENDIX A: Governance Framework
Maturity Model (Self-Rating)

1. Reactive

Al use is ad hoc, unmanaged

No policies; no inventory

2. Aware

Risks are recognized, initial task force formed

Principles drafted, inventory begun

3. Structured

Framework in place, roles defined

Regular reviews, policy enforcement

4. Integrated

Al ethics embedded in TD decisions

Audits, training, employee voice integrated

5. Leading

Transparent, externally validated

Certification, benchmarking, public reporting

APPENDIX B: Al Policy Alignment Checksheet

Use this tool to ensure that the use of Al in talent development is consistent with existing organizational
policies and standards (e.g., data privacy, ethics, DEI, risk management, information security).

For each existing policy, review the Al implications:

Code of Conduct | Employee Code Does Al usage align with
/ Ethics of Conduct, Ethics stated values? Could Al
Guidelines outputs lead to unethical
decisions?
Data Privacy & | Data Privacy Policy, Does Al collect/process
Protection GDPR/CCPA personal data? Are consent,
compliance minimization, and retention
requirements followed?
Bias, DEI & Non- | Diversity, Equity, and | Could Al reinforce or introduce
Discrimination | Inclusion Policies; bias in hiring, promotion,
Anti-Bias Rules training access?
Is auditing in place?
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Information Cybersecurity, IT Is Al data secured? Are third-
Security Acceptable Use party Al tools vetted? Are
access controls enforced?
Talent & Learning & Is Al-generated training
Learning Development aligned with learning
strategy, Talent standards? Does it support
Management career development fairly?
Performance | Performance Is Al used in performance or
Management, promotion decisions? If yes, is
Succession Planning | it transparent and explainable?
Vendor / Vendor Risk Are Al vendors evaluated
Procurement | Management, for compliance with
Procurement your policies?
Guidelines
Legal & Compliance Manuals, | Does Al comply with relevant
Regulatory Labor Laws labor/employment regulations
(EEOC, ADA, etc.)?
Communication | Internal Comms, Are employees informed when
& Transparency | Employee Relations Alis used (e.g., in recruitment,
performance reviews,
learning)?
Innovation & IT/Innovation Policy Is Al usage consistent with
Technology Use broader tech adoption
frameworks and change
management?
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APPENDIX C: Al-Specific Review Questions

For each Al tool or application, ask:

1. Transparency

* |s it clear when Al is being used?

» Do employees/candidates know how Al contributes to decisions?

2. Accountability

* Who is accountable for Al-driven outputs?
* |s there human oversight in critical decisions (hiring, promotion, termination)?

3. Bias & Fairness

* Has the Al been tested for bias?

* Are there procedures for ongoing monitoring?

4. Privacy & Security

* Does Al process personal or sensitive employee data?
* |s data anonymized/encrypted?

* |s vendor compliance verified?

5. Consistency

* Does Al align with organizational culture and values?

» Are outcomes consistent with existing performance and promotion criteria?

6. Explainability

« Can decisions/recommendations be explained in human-understandable terms?
* Do employees have recourse if they feel Al has been unfair?
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APPENDIX D: Action Tracker

e.g., Al DEI / Bias Risk of gender bias | Conduct bias audit TA Director | Q4 2025
Resume quarterly
Screening Tool

Completion

[0 Each Al system reviewed against all relevant policies
0 Gaps documented and remediation plans created

[0 Leadership/HR/Legal review completed

[0 Employee communication plan updated

0 Annual audit cycle scheduled
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Appendix E: Draft Supplier Letter
for Al Audit Requirements

[Your Company Letterhead]
[Date]

To: [Vendor/Supplier Contact Name]
[Vendor Company Name]
[Vendor Address]

Subject: Requirement for Initial and Ongoing Audits of Al-Enabled Products
Dear [Vendor Contact],

As part of our commitment to responsible and ethical use of artificial intelligence (Al) in the workplace,
[Your Company Name] requires that all vendors and suppliers providing Al-enabled products or services
adhere to rigorous standards for transparency, fairness, security, and compliance.

We recognize the value your solutions bring; however, the evolving regulatory and ethical landscape
necessitates proactive measures to ensure that Al systems are safe, reliable, and aligned with our
organizational values and policies. To that end, we ask that you conduct initial and periodic audits
of the Al-enabled products you provide to us.

Audit Requirements
Your organization should conduct and provide documentation of the following:

1. Initial Audit (Pre-Deployment)

» Confirmation of data privacy and protection compliance (e.g., GDPR, CCPA, or applicable regulations)

 Evidence of bias and fairness testing, particularly with respect to protected categories (e.g., gender,
ethnicity, age, disability)

« Validation of model accuracy, reliability, and explainability for intended HR/talent-related use cases
* Security testing of data pipelines, APIs, and model access
* Clear statement of human oversight mechanisms required for responsible use

2. Periodic Audits (At Minimum, Annually or Upon Major Update)

» Updated evidence of continued compliance with relevant laws and regulations

* Reassessment of bias/fairness, with accompanying audit reports

* Verification of model drift monitoring and retraining protocols

* Documentation of any significant changes to algorithms, datasets, or methodologies

» Results of penetration testing or security reviews
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3. Transparency & Reporting

* Delivery of an Audit Summary Report to [ Your Company Name] within [X] days of completion
* Disclosure of any limitations, risks, or known issues identified during the audit

* |dentification of any subcontractors or third-party tools integrated into the Al system and their
audit status

Next Steps

We request acknowledgment of these requirements within 30 days of this notice. Please also provide
the name and contact information of the person responsible for managing Al compliance and audits
within your organization.

We appreciate your partnership in ensuring that Al is used responsibly and in alignment with both
regulatory obligations and our shared values. Should you have any questions or require further
clarification, please contact [Your Contact Person, Title, and Email].

Sincerely,

[Your Name]

[Your Title]

[Your Company Name]
[Contact Information]
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