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Executive Summary
The Three-Word Question Every CHRO Now Has to Answer

For 20 years the role of an HR system was straightforward – store the record, process payroll and

record leaves. This role changed its description in a quiet manner in 2026. HR platforms are

beginning to come to life — automatically screening resumes before they're opened by a recruiter,

prompting a manager before an engagement score drops, closing a ticket on the helpdesk before

an employee realizes it's "open." This is what Agentic HR is: HR software which plans, decides and

executes multi-step work with limited human supervision, rather than just bringing up information

for the human.

The need is not a theoretical one. Gartner's survey of 426 HR leaders reveals 82% will implement

agentic AI in 12 months or less and 46% are currently using or intend to use agentic AI for talent

acquisition. When asked independently, AI and digitizing the workplace ranked as CHROs' No. 1

immediate issue for 2026, with 91% of respondents selecting it, compared to 41% who selected

leadership development and governance, and 37% who selected talent risk.

Adoption speed and adoption success are NOT the same curve! Similarly, Gartner predicts that by

2027 over 40% of agentic AI projects will be discontinued and cross-industry data reveals that

79% of enterprises are using AI agents in some capacity but only about 11% are using them

in production. Most Agentic HR initiatives currently fail to move beyond the gap with their

payroll system.

82% $24.6B 40%+
of HR leaders plan to deploy

agentic AI within 12 months

(Gartner)

projected size of the agentic

AI-in-HR market by 2036, up

from $2.7B in 2026 (Fact.MR)

of agentic AI projects forecast

to be cancelled by 2027

(Gartner)

In this whitepaper, the CHRO and HR tech leaders will get a working definition of Agentic HR, they will

get a better understanding of what the difference is between HR chatbots, HR copilots and HR

agents, they will get a data-informed map of where agents can currently be doing their job in real

HR functions (Leave workflows, Helpdesk resolution, Candidate screening, Proactive nudges and full

employee-lifecycle orchestration) and a checklist of governance to go through before giving any

agent write-access to your HR system of record.
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Problem Statement
Everyone Is Taking About AI Agents. Very Few Can Say What That Means for HR Operation

One of those catch-all terms that every HR technology vendor has on their homepage is "Agentic


AI". If you are doing HR technology, "Agentic AI" is one of those terms you just have to have on your


homepage these days, but few have a consistent definition for it.

If you ask five different CHROs how they'd distinguish an HR agent from a chat bot you'll likely get


five different answers. In its 2026 research, 58% of talent-acquisition leaders are unable to tell the


difference between AI and regular automation, while a majority of their own organizations are


implementing either AI or automation.

That confusion matters for the operation of the economy. Boards and CFOs are handing out


budgets for "agentic HR" without a common understanding of the risk they are taking on. They are


being served by systems which are making increasingly independent decisions on their leave, on


their pay, on their candidacy and on their performance — without an agent, not a person, making


decisions on their request. At the same time, the market hasn't yet reached a consensus on the


definition of "agentic" and HR leaders are under pressure to "do something with AI."

With three forces urging this, it's now the time to be exact:

The governance is lagging behind the budget.

Gartner estimates that enterprise agent spend will reach a total of $201.9 billion in 2026, of which embedded


enterprise use will account for approximately half; however, Gartner's own research indicates that few enterprise


agents are in production.

Candidates' and employees' trust is fragile.

Yet, despite the statements from hiring managers that AI has helped them make faster and better decisions, 70% of


those surveyed indicate they still have faith in AI, only 8% state that AI brings fairness to hiring practices, according


to Greenhouse's 2026 survey of nearly 3,000 job seekers, which revealed that 42% of U.S. job seekers believe AI has


made them less trustful of hiring practices.

Regulation has "caught up".

The requirements of the EU AI Act for AI systems with potential to cause harm in the workplace enter into force on 2


August 2026, with a fine of up to €15 million or 3% of global turnover for violations.
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What Is Agentic HR?
Agentic HR is a type of HR technology that can detect a trigger (leave request, resume, a

disengagement signal), reason about the appropriate next action based on the defined policy,

take a multi-step action across systems, hand off to a human only when judgment exception-

handling or a consequential decision is needed, and maintain an audit trail of what it did and why.

This is a step above the HRMS that most companies have been using for the past 10 years to record

their employee information. A traditional HRMS is used for storing the leave balance. Agentic HR

reads leave balance; reviews policy; reviews team coverage for that week; forwards approval to

appropriate manager; updates payroll inputs; confirms with the employee – with no human

interaction at each step.

The four properties of an HR agent:

Autonomy Context retrieval
Doesn't just suggest a click for a human, but goes

beyond that to act within defined boundaries.

It retrieves the context (employee, policy and

workflow) from the live database, instead of using a

static prompt.

Multi-step execution
It is a workflow of several actions, not answering one

question, but it will go through several actions to

retrieve, decide, request approval, and write back.

Governed oversight
Preserves permissions, approval gates and audit

trails for consequential decisions rather than it acts

as a black box.

More and more, this is being recognised as a market segment of its own rather than being a tool of


the existing HR software. Fact.MR sizes the "Agentic AI in HR Workflows" market based on this

definition — agents that pull employee context, invoke business rules, seek approval and push


results back into the systems of record, which maintain audit trails and human supervision of


consequential decisions.
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HR Chatbot vs. HR Copoilet vs.HR Agent

Dimension

Core job

Autonomy

Systems

touched

Output

Example

HR Chatbot

Answers a question from a

knowledge base

None — retrieves and

replies

Employee asks a question

Usually one (FAQ /

knowledge base)

Text answer

"How many casual leaves

do I have left?"

HR Copilot

Assists a human doing a

task, in the flow of work

Low — drafts, suggests,

summarizes; human

executes

Employee or HR user starts

a task

One primary system,

human copies output

elsewhere

Draft, recommendation,

summary

"Draft a rejection email for

this candidate"

Output review before use

HR Agent (Agentic HR)

Completes the task end-to-end,

on policy

High — executes within

guardrails; escalates exceptions

Event or policy condition (leave

filed, SLA breach, disengagement

signal)

Multiple — HRMS, payroll, ATS,

calendar, ticketing —

orchestrated together

Completed action + audit log +

exception queue

Screens 200 resumes, shortlists

against role criteria, schedules

interviews, notifies rejected

candidates

Permissions, audit trail, human-

in-the-loop on consequential

steps, bias testing

Trigger

Governance

need

Content accuracy
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The Market Reality: Sizing the Shift

The wide range of estimates is because analysts are measuring different things, such as

standalone products or embedded agentic within enterprise applications, or HR-specific workflows.

Read across – not just one number – direction is clearly established.

Four separate analyst firms estimate the standalone agentic AI market will range from $7 billion to

$10.9 billion in 2026, with CAGRs of 40–47% forecast for the early 2030s.

Fact.MR is projecting the HR-specific segment, "Agentic AI in HR Workflows" will reach $2.7 billion in

2026 and approximately $24.6 billion by 2036, increasing by 24.8% CAGR, of which the U.S. is

expected to grow the most at 26.3% CAGR.

In that HR area, autonomous HR professionals are already the dominant presence in the mix of AI

solutions in 2026, accounting for 41% of the early spend on HR.

Globe Market Research's wider "Agentic AI in HR & Recruitment" projection is $120.5 billion by 2035,

with automation in HR and hiring and workforce analytics leading the way.

Agentic AI in HR Workflows — Market Size, 2026 to 2036 (US$ bn)

Source: Fact.MR, Agentic AI in HR Workflows Market Size & Forecast 2036. 24.8% CAGR; midpoint interpolated.

On the demand side, CHROs are not waiting for the market to mature before they commit

a budget.

In fact, SHRM's own December 2025 survey of nearly 1,900 HR professionals revealed that 62% were

already using AI in their business, with 39% using it directly in the HR arena. For the future, 92% of


CHROs say they will see an increase in AI adoption in workforce operations, with 84% saying there

will be a corresponding increase in AI upskilling—an area where analysts see a significant risk in

execution for the sector.
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Where AI Agents Actually Work in HR Today

Remove all the 'roadmap slides' and agentic HR has five areas in its budget right now. They're each


a location where an HR workflow once took more than an agent's share of human time — a time


that could now be closed by an agent with the right guardrails in place.

Leave and approval workflows have been removed1

Precisely because of its rule based nature - policy, balance, coverage and approval hierarchy are all


structured data - this is the most mature use case in Agentic HR. An agent can read the request


against policy, review the applicant's balance, mark a team coverage issue, direct a request to the


appropriate approver, and automatically update the leave ledger — all in one platform, instead of


an email thread, like uKnowva HRMS.

Automate Helpdesk and employee-query2

When it comes to the HR helpdesk, it's not a knowledge problem, it's a volume problem — most of the


tickets are the same 5 questions being asked in a thousand different ways. Industry benchmarks


illustrate that already, AI is able to deflect over 45% of incoming service queries, and top-performing


setups with AI self-service deflect 65–75%. Per-interaction costs also drop by an average of 12x, with


an AI agent handling the query at $0.50, compared to $6.00 for a human agent.

Source: Gartner, via eesel AI — Deflection Rate in AI Support 2026
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The screening and recruitment agents who are candidates3

Agentic AI is most heavily invested into right now — 41% of the HR agent-solution mix, according to 

Fact.Because of the high volume of resumes filtered and sent, high ambiguity in the interview 

process, and the need to track candidate status, it has been decided that the task of resume 

screening, interview scheduling and candidate status updates will be handled with MR. 


According to iCIMS, 84% of talent-acquisition leaders are prioritizing improving recruiter efficiency 

with AI for the top 2026 initiatives. This translates into a more AI-driven CV parsing and applicant 

tracking system that matches candidates with roles, updates their status, integrates scheduling 

into their calendars, and automates reminders to further encourage engagement and prevent 

candidates from dropping out — all in all, a recruitment process that runs like uKnowva's 

recruitment module.


The trust dimension here must be taken into consideration along with the efficiency dimension. In 

a survey of almost 3,000 job seekers in five countries conducted by Greenhouse, 63% said they 

already had an interview conducted by an artificial intelligence tool, but only 8% felt that AI makes 

hiring more fair, and 42% of U.S. job seekers reported decreased trust in the hiring process 

because of AI. An efficiency win, and a trust liability, in one.An efficiency win, and a trust liability in 

one.

Proactionary nudges and well-being cues4

The newest and least developed of the bunch is agents that alert a manager or employee on the 

early signs, whether it's missed goals, lower engagement scores, erratic leave, or slow completion of 

onboarding tasks. 


This is more akin to how uKnowva's AI-driven stress and well-being reporting system alerts 

managers to employees who might be having a bad day or who are feeling stressed or disengaged 

and lets them know the probable cause of the issue in order to prevent a crisis and respond 

proactively. 


A well-tuned nudge agent is the equivalent of a well-trained triage team that a manager who's 

overworked can't get to in time with 76% of HR leaders saying they're overwhelmed by managers' 

expanding responsibilities.
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The Adoption Gap: Why Most Agentic

HR Project Will Fail

Passion and action are separating rapidly. There are cross-industry tallies of 2026 AI agents that


reveal about 79% have implemented AI agents in some capacity, but not quite 11% have them


deployed in production — they still remain in the pilot or proof-of-concept phase.

Source: Digital Applied, Agentic AI Statistics 2026: 150+ Data Points

Gartner's own forecast is blunter still: more than 40% of current agentic AI projects will be cancelled 

before 2027, most commonly due to unclear business value, inadequate risk controls, or costs that 

outpaced the return.

Source: Digital Applied, Agentic AI Statistics 2026: 150+ Data Points
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What Leaders Must Govern Before Adoption?
Agentic HR moves the CHRO's responsibility from "was the data accurate" to "was the action correct,


explainable and fair?" It's a different governance discipline, and it should be put in place before


an agent is given write access to pay, leave, hiring or performance data — not when the first


escalation occurs.

A pre-deployment governance checklist

Consequential decisions are made with humans in the loop. Write a statement that shows the

difference between what an agent can do in the absence of a human and what can only be done by a

human.

Auditability by design. Each agent action must record what data it used, what rule/mode caused the

action to be taken, and what data it changed – which should be available on demand, rather than be

reconstructed after the dispute.

Pre- and post-launch bias and fairness testing. Currently 8% of job seekers agree that AI supports

hiring practices with fairness, requiring screening and scoring agents to have documented testing

against protected characteristics, rather than a one-off 'model card'.

Regulatory mapping. The obligations of the EU AI Act Annex III for employment-related AI systems will

be applicable from August 2, 2026 with penalties of up to 3% of global turnover or €15 million for very

high-risk cases, and similar national and industry-specific regulations are emerging around the world.

Before go-live, map each HR agent to the corresponding regime; not afterwards.

Transparency of vendors and models. Ask any HR technology vendor if and when a workflow is

"agentic" (meaning autonomous, or done by a computer), "copilot" (meaning done by a human), or

"rules-based" (meaning done by a computer based on rules) — and be sure to have a contract

renegotiation in place if 58% of TA leaders can't distinguish between agentic and copilot or rules-based

workflows.

Change management & employee communication. Employees should be aware when they are

talking to an agent, what the agent can do on its own, and how to get in touch with a human being, the

biggest factor in the trust gap as the Greenhouse data shows.

ROI/kill criteria predetermined. Make clear what "working" means in the context of each agentic AI

project; before sunk cost makes it difficult to pause, redesign or retire a program, you need to know

what that means.
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Employee lifecycle orchestration5

The most ambitious opens up the first four of these strings over the entire employee hire-to-retire life


cycle — pre-boarding collection and document automation, employee code generation, probation


tracking, resignation workflows and full and final settlement — passed from agent to human at


specific points without re-keying. This is the highest governance category as well, because decisions


involving pay, tenure and separation are among the consequences that should always have a


human approval gate.

The most ambitious opens up the first four of these strings over the entire employee hire-to-retire 

life cycle — pre-boarding collection and document automation, employee code generation, 

probation tracking, resignation workflows and full and final settlement — passed from agent to 

human at specific points without re-keying. This is the highest governance category as well, 

because decisions involving pay, tenure and separation are among the consequences that should 

always have a human approval gate.
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WHAT'S NEXT?
A 12-Month Path from Data Store to Trusted Agent

Agentic HR is not one-off – it is an ability that is developed over a series of stages, and governance and 
trust are added at each of these stages rather than at the end. A hands-on program for the coming 
year:

Next 90 days Foundation

Choose one workflow that is bounded, high volume, and has rules — leave approvals or first-line

helpdesk workflows are the lowest-risk options.

Avoid writing the policy and audit-log requirement after the pilot has been completed.

Take baseline measurements of existing metrics (ticket volume, time to resolution, cost per

interaction) to have something to beat.

Months 3–6 Prove it, then extend it

Assess true resolution, not deflection or activity — look at 30- and 90-day re-contact rates or re-

escalation rates.

Reach out to one of the surrounding workflows, such as candidate screening or candidate lifecycle

orchestration, but not a new workflow; and do so within a similar governance structure, not a

new one.

Prior to an agent handling candidate scores or performance data, conduct a documented bias and


fairness audit.

Months 6–12 Scale with governance intact

Roll up agent activity logs in one audit view queried directly by your compliance and legal teams.

Prior to an audit identify all live agents and assign them to relevant regulations, such as Annex III

obligations under the EU AI Act if applicable.

The reasoning is that while many agentic AI projects are likely to be scrapped or redesigned by 2027,


it's sensible to review kill criteria for all agents in production, especially the new ones.

On top of the same permissioned, audit-logged HR data model organizations already run their core HR on,


uKnowva is going to build this staged model, continuously adding governed AI agents on leave workflows,


helpdesk resolution, recruitment screening, well-being nudges and lifecycle orchestration. If you are

creating your own 12-month Agentic HR road map, look at the entire uKnowva HRMS platform, or discuss


with the team as to where an agent-first pilot would fit into your operating model first.

12



Request a Live Demo

https://uknowvanew.uknowva-stage.in/request-a-call?source_url=august-whitepaper-2

