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Redesigning HR with
people and Al

Capability

Complete

Consulting

We are here

How a growing multi-academy trust is learning how its work
really happens, before deciding what Al should do

Co-design & Build

Next

Project runs September 2026 to January 2027



AT A GLANCE

The case study on one page

The challenge >  The starting point

A growing trust that Staff absence takes a lot
wants HR to stay close to of time for HR and

its people headteachers

What we found

The bigger opportunity is
the life of a policy, and
how people make
decisions with it

Case study

Where we dare

Capability complete.
Consulting under way.
Co-design & Build next

The story in one line: we started with one HR problem, listened carefully, and found a deeper opportunity to support good

judgement across the trust.
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WHAT WE DISCOVERED

One question led to a bigger opportunity for impact

The policy
Policy Interpretation lifecycle
Staff absence Every hard case led back People read the same Judgement 4l How policies are written,
Where we started here policy differently Who feels able to decide used and learned from
Single impact P ecosystem impact

Policies need regular care People read them differently Use is hard to see

Some name roles that no longer exist. The same word, such as “exceptional”, can Once a policy is signed and filed, it is hard to

Keeping them current takes time. mean different things to different people. see how it is used.

When a policy isn't right, everything built on it becomes shaky.
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More schools. More staff. One close-knit central team.

What the trust wanted
To keep growing and keep the close relationships it is
known for.

More and more questions go straight
to HR.

HR Staff absence. It takes a lot of time for HR and for
headteachers.
one small team

Growing schools, one central team, more questions flowing in
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Three phases, each one building on the last

™ o

Capability y | Consulting y Co-design & Build
Understand the work Create what is needed

Leaders and teams learn enough We listen to the people doing the We design, test and build agents

about Al and agents to take part with work, map the service, and find with the people who will use them.

confidence. where change will matter most.

‘ Measurement runs through every phase. Each phase gives us stronger evidence for the next.
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PHASE 1 - COMPLETE Capability

Capability: shared foundations

A shared language

. . Al readiness: where Brightwater is starting from Made up for the demo
m One Onllne SeSS|On, SO eve ryone mea nt the Same The leadership group, before the first session. Each dot is the group's average, on a scale from "not yet" to "ready".
thing when we talked about Al, agents and work. A< indivi -
s individuals As an organisation
What each leader knows and feels able to do What the trust has in place
Knowing what Al is . A shared view of Al .
Confidence using it . Rules and safeguards .
Using it in my work . Data and tools ’
Knowing its limits . Ways of working .
Leu d e rs i n t hei r own wo rd s @ Individuals @ The organisation: further to go, and where the bigger gains are

A morning with the leaders, where they told us how
the trust really works.

©

Al readiness assessments
Workforce and organisational assessments show
where the trust and the team are starting from.
Example: a readiness picture, made up for Brightwater

Meeting the team where they are
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Mapping the policy lifecycle

'I Done 2 Done 3 Done 4

Stories & workflows Service map Systems map Policy lifecycle

Where support will matter
most

What people told us How the work really happens What influences what

Services review results
Live answers - for the review team

The team talks and draws how the work really happens. Agents write the first draft. The team corrects it and goes deeper.

A working case study - Blended Al Education 1



PHASE 2 - WE ARE HERE

Consulting: learning in the flow of work

Consulting

The people doing the work know it best. They share as they work, and Al agents turn what they share into evidence we explore together.

~& ) Brightwater - HR space (< Antheapps )

THE HR SPACE

The HR team, looking at

its own work together

Three strands, each done in the flow of the day by the people who do the work. Choose
a person to see their part: what they do, what they get back, what it builds, and what
they come to own.

Brightwater i & made=up trust. Every person, case and number here is invented.

Seeeverystrandas (MILELVESS) = HRlead P Projectlead

The HR advisers do most of the work that comes in: requests, letters, contracts, the typing into each system.

How ownership grows

Hide ~
From trying it, to running it, to owning it: the path for an HR adviser.
@ Tvittogether — @ Tell her own work — @ suggestwhatto change
Week 1 Weeks 1t0 3 From week 3
She watches one short episode with Two cases a day, two questions a day, Atthe Friday look-back she says what
the team, then tries it on a practice a note for what comes in. Each takes would have helped. Her ideas go on the
case. Nothing counts yet. minutes, in between the work itself. list the team chooses from.
We show how, and run the first one with We read the patterns with them, and help We step back. The agents keep helping.
them. less each week.
Our work, as it happens
ya R HRadviser Show v

What really happens to a request, told by the people who handie it, while it happens.

Policy check

07 what the policy settles, what it leaves to judgement, and whether the team would all give the same & HRadviser Show Vv

The Co-design Hub

One home for the project, in place of long email chains
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STAFF

Policy Interview Agent

Talks with staff about how policies work for them.

HR TEAM

HR Workflow Agent

Captures what happens to a question as HR deals with it.

HEADTEACHERS

Headteacher Decision Reflection Agent

Helps heads think through how they make hard decisions.

Captured alongside everyday work, with very little time taken away from it.



PHASE 2 - WE ARE HERE

What we have learned so far

% i
of leader stories
8%

focused on cases where the policy can't easily be
applied and the resulting impact of creating overly
rigid policies

O O/ of the HR
O service map

Relies on judgement calls from the HR Team

5 O/ of the policy
() servicemap

is about understanding which policy needs to be
applied (30%), how to make sense of a policy
(15%), decide, and justify my decision (20%)
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¢ Your cases

Four days a week, from September

Yours - Open - started Tue 3 Nov - 8 steps - 4 people - 7 things used - your colleagues and the project team can read it

£ mon
e Four days a Do P Logged, — ® The two-month o~ @ How to weigh it: 0940
week? deadline set ) rule ) left open
Email in the HR inbox from a Logged the request in Checked the Flexible Working Checked the same policy for
headteacher: a Year 4 teacher... Bromcom, and put the deadlin... Policy for the deadline: two... how to decide. It lists the...
{ @ aboutthe policy: a few clicks EIJ About the policy: a few clicks
@00 220 |0@0O 20 |@©0® 2 &0 006 2 @1 Dn
It happened earlier?

Add a step: what did you just do? & (O3]
< Allthe apps
¥ note or click the microphone. Roles, never names. The camera adds a screenshot.

Consulting

Mark as practice

§3 Carries on from a colleague's case? Link it

A FEW QUICK DETAILS - ASKED ONCE

Which school? The school, or “Trust-wide"

How did it start? A question came in HR started it A routine job

First time, or chasing up? = New question Chasing up, or asking again

The school lets the project team compare schools later. The HR lead's view never shows it.

HOW IT WENT, STEP BY STEP @ Smooth Abitof a hassle Q A real headache Not marked
Four days a Logged, The twe-month  How to weigh  Timetable and Similar Timetable back  Weighing it up
week? deadline set rule it: left open cover cost requests: no

reasons kept

Cards: Full

An HR workflow: one question, step by step, with sticking points flagged 7



THE HEART OF IT

Boundaries come from culture as well as policy

POLICY

CULTURE & SHARED NORMS

Judgement

the open space

A working case study - Blended Al Education

Policy sets the boundaries
The written rules. They protect what the trust must protect.

Culture and shared norms shape them too
"How we do things here.” Often unwritten, and just as powerful.

Judgement fills the open space
The person closest to the case, using full context, decides.

When policies and culture come together, decisions feel clearer

and safer, and policies can stay simpler.
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THE HEART OF IT

Consulting

Today vs. What is possible with Al agentic architectures

Only the policy to help
decide

More rules.
Fewer chances to
build judgement.

Deciding feels exposed

Passed to HR, who lack the
context

Deciding alone feels risky, so the case goes to HR.

WHAT COULD BE POSSIBLE WITH
AGENTS

Shared culture, guidance
and colleagues

/;/

Result (

Good practice Reasoning is valued, as
becomes shared well as the outcome
habit.

A hard case arrives

N

The person closest to the
case decides

Good practice spreads because people choose it, not because they
are told to.

Which way a case goes depends on the support around the person facing it.
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WHERE IT IS GOING

An Agentic Architecture leading to HR Ql Ecosystem

e N\ N
1 2 3
Policy Hygiene & Guidance Agent Triage & Decision Support Agent-supported moderation
Agent of Policy decisions
Cleans the policy and creates the Agent answers questions using the policy. Heads compare how they made real
. . If it requires interpretation, the agent . .
guidance on how to use the policy. It supports the user to make a decision. If decisions. They have someone to think
continuously learns based on feedback complexity thresholds are met, it is routed with. Good thinking gets noticed.
from moderation. to HR
\ J J U

POLICY ASSISTANT

Many questions reach HR that could be settled closer to the work.

A case study - Blended Al Education




LOOKING AHEAD

First draft of the Policy

srounds - HR

ase 2026-118 EXAMPLE  TA time off for a child's hospital appointment

‘What’s the question?

Hi (D, (one of our TAs) has asked for next
Thursday morning off to take her son to a hospital
appointment. Can she have it, and is it paid? She says
another of our schools pays it. Thanks!

Taken out before reading:  Sam  Aisha

Tap any word to take it out too.

Here’s what I think is being asked @ Not a sensitive area

o Can she have the time off?

© 1sitpaid?

Should it match what another school does?
Mot asked straight out, but it's there. It's a question about
fairness between schools.

Who's asking: a headteacher, who may be the person who
decides.
Area: family leave.

wm Change it

Understand ~ Decide  Learn

Family leave

Sam’s desk EXAMPLE

Waiting on a head's decision note 2

Readings to re-check: words

1
changed
HR's agreed readings, browse 14
without Al
Gaps logged this term 6

Grounds opens on the question, not a
search box. The desk is what's waiting for
Sam.

Understands the question
Works out what is being asked and which

part needs judgement

Grounds - HR Listen Decide  Learn

Case 2026-118 EXAMPLE  TA time off for a child's hospital appointment  Family leave

Facts: change one and the answer changes Planned? {REEE No, it's an emergency

Sonlsabled? Yoo Mo Ayears senvice?  ves o
Huwlong?m Afull day

The short answer OUR READING - NOT YET AGREED BY HR

® Silent: not covered  ® Conflict: which policy applies B Out of date: past its review date

Can she go? Only if it's agreed. Planned care isn't time off for dependants: Care that is
planned ahead, like a booked operation or appointment, is not covered
here. eee

B Dependants, para 5

Is it paid? Not said. The leave policy pays for Hospital appointments for yourself, not
a family member’s, and nothing else gives paid time for this. Nothing rules
out paying it, or making up the time. s
B Other leave, paras 6, 10

Who decides? Her headteacher or line manager, if this counts as leave for other
reasons . But the same policy says Appointments for family members are
not covered by this policy . Which wins isn't said. ee

[ Other leave, paras 6, 10

If she's refused Unpaid parental leave (if she has a year's service), in whole weeks unless
agreed, or a day at a time if her son is disabled. It needs 21 days' notice, so
next week only if agreed. oo

[ Parental leave, paras 5, 8, 10

Dots: @@ @ the words are plain - ®® » it depends how a phrase is read - @« = the palicies don't really say. Click any
yellow words or source to open the policy there.

Shows the evidence
Points to the policy wording and similar
past decisions

Consulting

ssistant based on the evidence so far

= Grounds

= HR decisions you can stand behind - Brightwater Academy Trust

Brightwater demo. Brightwater is a made-up group of schools: every policy, person, case and count here is invented, and
nothing you type is saved. Click any yellow quote or source chip to open the policy at that paragraph. Ask Grounds (bottom
right) works on every screen, and the Policies tab is the HR lead's view. All the apps.

FORTHE HR LEAD
Policies

How Brightwater's policies are being used, where they leave room for judgement, and what needs attention. Pick
any policy to see it at a glance, read it, or ask about it.

Brightwater is made up, so every figure here is invented. Marked 'REGISTER : what the register shows, every paint in a policy
read and sorted into seven kinds (our reading, not yet agreed by HR). Marked 'EXAMPLE : usage, as it would show once
Grounds is in use.

Find a policy... UL | Allpolicies || Pastreviewdate || Duethisterm | Sensitive: text only
Sort Most asked v
o,
22 26% 12 24 -88 6
policies shown of points left open questions this term cases open : closed readings agreed this
REGISTER REGISTER EXAMPLE EXAMPLE term  EXAMPLE
6 past review -2 due 75 of 286 points are a across 17 policies 81% of closed cases 18 gaps logged for
this term judgement have the head's note owners
Needs your attention EXAMPLE ysage - REGISTER findings

Time off for dependants
Four years past ts review date. It sends planned care to a policy Most asked this term EXAMPLE

that says it doesn't cover it, and two lines name different people for

extra paid days.
T questions this term; decisions split 5 paid, 4 unpaid. Ask Grounds

Gives HR the overview
Shows which policies need attention and
when they are due for review

Something tangible for the team to explore, while the Consulting findings shape what we co-design and build.

A working case study - Blended Al Education

12



Measurement is built in from day one

As the trust grows, the central team can stay focused on the work that needs it most.

HR’'s workload Decisions closer to Time released Staff experience Agent capability
the work
How many questions How many decisions How many hours HR Do staff feel decisions How the quality of work
reach HR, and how headteachers make, gets back, and what about them are fair and improves as people and
many did not need to instead of HR they do with them consistent? agents work together
MEA RE MEASURE MEASURE
oY Number of decisions by Reflection on

Number of questions Hours HR spends Staff satisfaction

headteachers collaboration

We are counting now, during Consulting. This sets the baseline, so we can show what changes after Co-design & Build.
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WHAT THE TRUST GAVE

A light commitment, with people at the centre

PEOPLE SAFEGUARDS

Project team to lead it Short, focused sessions Rules agreed first

Someone at the top, the head of the One morning together. After that, about A data agreement before any tool is

service, the service team and an hour at a time. Each group of staff is used. People make every decision.

headteachers who speak for schools. asked for one thing. Policy wording stays the same during
the trial.

We work with the trust. It works because the trust's own people shape it.

A working case study - Blended Al Education 14



FOR YOUR TRUST

Start with one service. Learn deeply. Build what matters.

I 2 3

Capability Consulting Co-design & Build Measure & learn

Give people the Learn from the people doing Design, test and build what See what changed, and use
understanding and the work and map the the evidence shows is it to decide what comes next

confidence to take part system needed

We help trusts understand how work really happens, and build Al that strengthens their
people, their culture and their decisions.

. “WLl I ]?6 .  lenking@blendedai.education
008 blendedai.education - +44 (0)7989 768583

Blended Al Education
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