
 

95 

 

Navigating the Intersection of AI-Driven Workforce Restructuring and 

ESG Commitments: A Conceptual Framework 

 

Ms. Sushma K 

Research Scholar, School of Commerce, Jain Deemed-to-be University, Bengaluru 

Dr. Sathisha H K 

Associate Professor, Govt. R C College of Commerce and Management, Bengaluru 

Dr. Sowmya G S 

Assistant Professor, School of Management Sciences, Chanakya University, Bengaluru 

 

Abstract  

Workflows, skills, and labour components 

are all being transformed by artificial 

intelligence (AI), which is causing turmoil 

in modern organisations. Organisations are 

facing a critical problem with workforce 

reorganisation as a result of corporations 

integrating AI into their strategic and 

operational activities. Also, more and more 

people are looking to the Environmental, 

Social, and Governance (ESG) 

commitments as a way to make decisions 

that are ethical, accountable, and 

sustainable. This article investigates the 

link between AI-powered automation and 

workforce reorganisation, focusing on the 

question of whether ESG commitment 

might mitigate the reorganizational 

impacts. The existing literature suggests 

that, in addition to improving efficiency, AI 

adoption causes disruption due to the fact 

that it tends to polarise skills and reshape 

job definitions (Acemoglu et al., 2022). 

However, human-centric restructuring 

approaches, such as openness, equity, and 

building a long-term workforce, are more 

acceptable to organisations with strong 

ESG orientations (Wang et al., 2022). This 

paper will present a conceptual framework 

describing the relationship between ESG 

commitments and organisational reaction to 

the AI-driven change by combining the 

technological and sustainability 

approaches. Findings serve the contribution 

to theory by filling the gap between digital 

transformation and corporate sustainability 

literature, and present useful information on 

the application of responsible automation 

policies. The paper highlights the 

importance of organisations to keep a 

balance between technological 

advancement and ethics to achieve future-

ready and socially sustainable workforce 

systems 

Keywords - AI-Driven Automation, 

Workforce Restructuring, ESG 

Commitments, Responsible Innovation, 

Digital Transformation 



 

96 

 

Introduction  

The rapid advancement of artificial 

intelligence (AI) has triggered an 

unparalleled shift in the functioning, 

competition, and human capital 

management of enterprises.  With the 

growth of AI technologies, including 

machine learning, predictive analytics, and 

intelligent automation, becoming part of 

daily work processes, companies begin to 

encounter growing pressure to reorganize 

their labor forces, to fit the new digital 

needs (Brynjolfsson and McAfee, 2014). 

As it turns out, recent data indicate that AI-

driven automation affects the composition 

and organization of labor, transforming 

labor roles, the division of labor, and 

competencies (Acemoglu et al., 2022). 

Although the phenomenon of automation 

has been traditionally linked with job 

replacement, modern studies indicate that 

AI produces a more sophisticated outcome, 

namely, causing both task augmentation 

and job enrichment and triggering the 

development of new skills (Raisch and 

Krakowski, 2021). 

 

In line with this technological development, 

Environmental, Social and Governance 

(ESG) commitments have become the 

guidelines of decision-making regarding 

sustainability. Companies are increasingly 

using the ESG models to guarantee 

accountable operation, moral disclosure, 

and consumer-oriented leadership 

(Serafeim, 2021). Research shows that 

companies that practice ESG well consider 

technological shifts more carefully and 

place more emphasis on the welfare of the 

employees, equitable reorganization, and 

employee development as a long-term 

ability (Wang et al., 2022). Within the 

context of digital transformation and ESG, 

the cross-point of AI is becoming more 

topical as the digital transformation gains 

more momentum, and it is necessary to 

know how organizations will be able to 

adopt responsible restructuring policies. 

 

Although the area of AI and ESG has 

advanced considerably, there is scanty 

literature on how ESG pledges influence 

the effects of AI-based automation on the 

restructuring of workforce. The proposed 

research aims to fill this gap by exploring 

the interaction of AI, workforce change, 

and sustainability promises and providing a 

solution to how companies should strike the 

right balance between technological 

effectiveness and ethical and socially 

responsible behaviors. 

 

Review of literature  

Artificial intelligence (AI) has become a 

formidable technological power that has 

affected the organization, workflow 

procedures, and human resource 

approaches. According to recent research, 



 

97 

 

AI-based automation substantially changes 

the nature of jobs through work reallocation 

between people and intelligent machines, 

resulting in job displacement and job 

enrichment (Acemoglu et al., 2022). 

Companies are more and more using 

machine learning, automated robotic 

processes, and predictive analytics to 

streamline the efficiency of operations and 

are leading to significant workforce 

restructuring efforts. It has shown that the 

easiest and least-skilled tasks are the most 

susceptible to automation, whereas high-

skilled analytical jobs are growing, pushing 

a division in the labor markets (Zheng and 

Zheng, 2021). 

 

The importance of leadership and 

organisational culture in determining the 

implementation of AI in firms is also a 

current issue in recent literature. 

Augmentation-oriented leaders focus on the 

use of AI as an addition to human abilities 

instead of alternative, which usually leads 

to more beneficial workforce results 

(Raisch and Krakowski, 2021). Equally, 

more adaptive reactions to technological 

disruption may be enabled through 

learning-based organisational cultures 

through the encouragement of reskilling, 

experimentation, and digital literacy among 

workers (Huang et al., 2020). These results 

highlight the importance of the fact that 

technology in itself does not determine the 

results; managerial styles and 

organisational preparedness are a great 

influence on the dynamics of restructuring. 

 

In line with these technological changes, 

Environmental, Social, and Governance 

(ESG) commitments have increasingly 

been of importance as policy directives of 

responsible corporate conduct. Companies 

that have high scores in ESG are depicted 

to be more humanistic towards 

technological change and put more focus on 

the well-being of their employees, 

transparency, and fairly made decisions on 

restructuring (Wang et al., 2022). The 

Social (S) pillar, specifically, has an impact 

on the nature of organisational workforce 

transition, where high-ESG companies 

allocate a larger sum towards 

redeployment, reskilling, and equitable job 

redesign (Serafeim, 2021). Accountability 

in the application of AI is also done through 

governance (G) mechanisms, especially in 

eliminating algorithm bias, maintaining 

fairness, and a clear decision-making 

process (Babic et al., 2022). 

 

AI and ESG relationship examination by 

researchers found that organisations 

prioritising ESG are more inclined to view 

technological adoption as a means of 

achieving long-term sustainability 

(Fernando et al., 2023). Stakeholder 

perception of technological change is 
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influenced by the degree of commitment to 

ESG by the organisation. Some 

stakeholders may be more or less motivated 

to learn new skills depending on their trust 

in the process and their job satisfaction 

(Zhang and Li, 2023). As evidenced by the 

growing body of knowledge, an 

organisation’s adherence to ESG principles 

can act as a buffer that reduces the negative 

effects of AI-driven restructuring.  

 

Automation has moved from simple manual 

labour to creative and analytical jobs as a 

result of the recent surge in Gen AI. Current 

workforce restructuring motivated by AI 

involves redesigning jobs that were once 

thought to be ‘automation-proof’, including 

making content and combining complex 

data. This shift makes the moderating role 

of ESG even more vital, as the "Social" and 

"Governance" pillars must now protect the 

intellectual well-being and psychological 

security of a much broader segment of the 

global workforce. 

 

Irrespective of these observations, the 

literature is still disjointed in elaborating on 

how ESG commitments moderate the 

association between automation powered 

by AI and workforce restructuring 

systematically. Although single studies 

recognize the ethical and societal effects of 

AI, a small number of empirical studies 

combine ESG models with AI-workforce 

models. This indicates a pressing necessity 

for studies in the field of the analysis of the 

influence of sustainability-oriented values 

on organisational strategies towards 

technological change and labour 

restructuring. 

 

Research Gap  

Despite the fact that current studies 

recognise the increasing role of AI-driven 

automation in the context of workforce 

restructuring, there is a lack of empirical 

research exploring how ESG commitments 

systematically moderate the connection 

between the two. ESG performance and AI 

adoption have been analysed as 

independent variables in earlier research, 

leading to an unconnected understanding of 

how sustainability principles influence the 

relationship between technological change 

and human capital outcomes. This study 

intends to reveal how organisational values 

change the course of restructuring, 

transforming it from an efficiency-driven 

process to one characterised by ethical 

responsibility and long-term resilience by 

theorising ESG as a moderating force.  

 

Conceptual Framework  

The study’s conceptual framework places 

AI-driven automation as the major force 

that will impact workforce re-organisation, 

such as re-designing of jobs, transforming 

skills, and re-balancing labour. Workforce 
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restructuring is the dependent variable that 

is determined by the level and 

characteristics of AI implementation. The 

ESG commitments, especially the Social 

and Governance ones, are conceptualised as 

moderating factors that precondition the 

strength, fairness, and employee-

focusedness of the restructuring decisions. 

The model assumes that in high ESG 

performing organisations, responsible, 

transparent, and human-based restructuring 

yields will be greater. This model combines 

technological, organisational, and ethical 

aspects to describe the difference in the 

restructuring responses of firms. 

 

 

Figure 1: Conceptual framework for the study 

 

Research methods  

Qualitative research design is used in this 

study to examine how the moderating factor 

of ESG commitments contributes to the 

relationship between AI-driven automation 

and workforce restructuring. Through 

qualitative methodology, profound insight 

into the perceptions of managers, 

organisational processes, and situational 

influences on restructuring can be acquired 

(Creswell and Poth, 2018). The purposive 

sampling method was used to identify the 

respondents who have appropriate 

experience with AI or ESG programs. 25 

semi-structured interviews with managers, 

HR specialists and digital transformation 

leaders from sectors heavily impacted by 

AI, specifically Fintech, 

telecommunication and IT services, were 

conducted to gather primary data for the 

study. These service-based and tech-driven 

businesses are at the frontline of how 

automation is impacting jobs. By focusing 

on these sectors, interviews explored AI 

adoption patterns, restructuring strategies, 

ESG practices, and employee transition 

methods. 

 

In order to find patterns and links within 

qualitative data, the interviews were 
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transcribed and subjected to thematic 

analysis in accordance with Braun and 

Clarke's (2021) standards. To establish 

analytical rigor, the coding was completed 

in multiple cycles, and peer debriefing 

enhanced dependability. Secondary data, 

such as sustainability reports, ESG 

disclosures, and papers pertaining to digital 

transformation, were used in the 

triangulation process. A thorough, 

contextualized knowledge of how ESG 

commitments affect an organisation's 

response to workforce reorganisation 

through AI is made possible by the 

research's theoretically grounded 

methodology. 

 

Results and Discussion  

Automation in organisational contexts 

powered by AI 

The idea that AI-based automation is 

changing contemporary work structures is 

supported by recent studies. AI 

technologies are gradually replacing 

routine physical and cognitive tasks, which 

has a substantial impact on how businesses 

organise their workforce and allocate 

human resources. 

 

Current research supports the notion that 

AI-based automation is transforming 

modern workforce models. Routine manual 

and cognitive tasks are increasingly being 

replaced by AI systems, resulting in 

significant changes in how organisations 

structure jobs and allocate human 

resources. This is in line with previous 

studies that have found AI to affect more 

predictable and routine jobs and 

supplement high-skilled, analytical, and 

technology-intensive jobs (Autor, 2015; 

Frey and Osborne, 2017). The research 

paper notes that organisations that embrace 

the use of AI are witnessing changes in the 

composition of tasks, workflow integration, 

and decision-making architecture, which is 

a positive confirmation that AI is not a 

technological upgrade, but a structural 

force that affects the work of organisations. 

 

It is also found that AI-driven restructuring 

is not only limited to job displacement but 

also job redesign and skill transformation. 

Administrative and clerical workers as well 

as those in rule-based roles experience 

increased exposure to automation, with 

other roles that demand complex reasoning, 

creativity, and emotional intelligence 

evolving as opposed to being removed. This 

confirms the fact highlighted by 

Brynjolfsson and McAfee (2014) that AI 

has an asymmetrical influence on 

employment, which results in job erosion 

and job enhancement based on the type of 

work. Artificial Intelligence-led change 

therefore seems to alter the underlying 

paradigm of labor and technology and 
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compel organizations to adopt digital-

centric forms of operation. 

 

The Workforce Restructuring Strategic 

Drivers and Cultural Drivers 

Leadership Orientation and Strategic 

Intent 

The findings reveal that the outcomes of 

restructuring are considerably different 

based on the intentions or motives of 

managers adopting AI. When AI is viewed 

by the leader as an instrument primarily 

aimed at cost reduction, then leaders strive 

to adopt Labouré-substitution strategies. 

On the other hand, those leaders who 

perceive AI as innovation and capability-

building incorporate it as an augmentation 

tool whereby they use it to improve 

employee productivity but not to substitute 

employees. This difference is consistent 

with the automation-augmentation paradox 

described by Raisch and Krakowski (2021), 

which implies that the organisational 

strategy is an intermediary between the 

effect of AI on workforce change. 

 

The long-term perspective of AI 

implementation is applied by the managers 

of the high-performing companies, who 

focus on job enrichment and digital literacy, 

as well as the establishment of hybrid 

human-machine positions. It is a method 

that is echoed by the results of Bessen 

(2019), who found that reskilling and 

demand growth are important factors that 

influence the employment impacts of 

intelligent technologies. Therefore, 

strategic intent can be considered a key 

variable that can affect the outcome of AI, 

namely, structural displacement or 

structural renewal. 

 

Organisational Culture as a Facilitator or 

Hindrance 

The paper focuses on the issue of culture 

that contributes to the dynamics of 

restructuring. Companies that have learning 

oriented, flexible and innovation-oriented 

cultures exhibit easier transition phases 

when integrating AI. These companies take 

an active approach to employee 

development, share knowledge, and 

provide psychological preparedness to a 

changing state. In contrast, organisations 

that have a very strict or hierarchical culture 

have resistance, uncertainty and slower 

adjustment to technological restructuring. 

This agrees with the claim by Davenport 

and Ronanki (2018) that the effectiveness 

of AI projects will not be tied to technical 

complexity alone; it also requires 

organisational preparedness and cultural 

congruence. Culture, therefore, 

predetermines the rapidity, quality, and 

ethicality of restructuring decisions adopted 

by companies. 
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ESG promises as a moderating 

Framework 

ESG in the Formation of Restructuring 

Patterns 

One of the key contributions of the research 

is the validation of the fact that the ESG 

commitments play a critical role in the 

manner in which AI-driven automation will 

be converted into workforce restructuring. 

Companies that have high ESGs are more 

likely to make decisions to restructure their 

organisation in a manner that is both 

efficient and responsible. ESG serves as a 

guiding principle and promotes 

organizations to take into account moral, 

social, and governance implications of 

automation (Serafeim, 2020). This 

moderating factor positions ESG as a 

reporting tool and a realistic framework 

through which organisations assess the 

human impacts of technological change. 

 

Environmental Pillar (E): Green skills 

restructuring 

While the Environmental (E) pillar does not 

exert a direct pressure on labour counts, it 

serves as a critical catalyst for "green-skill" 

restructuring. Organisations with strong 

environmental commitments often utilise 

AI not just for automation, but for eco-

efficiency and carbon footprint reduction, 

which necessitates a restructuring of the 

workforce toward new, high-skilled "green" 

roles. In these firms, the ethical mindset 

fostered by environmental stewardship 

creates a "spillover effect," where the 

commitment to preserving natural capital 

translates into a commitment to preserving 

and developing human capital during AI 

transitions. Thus, the "E" in ESG ensures 

that restructuring is viewed through a lens 

of long-term organisational health rather 

than short-term cost-cutting 

 

Social Pillar (S): Fairness and Employee 

Welfare 

The social dimension is the most important 

moderator. Businesses that spend heavily in 

the welfare of their employees are less 

active in labour substitution and are more 

focused on the professional growth of their 

employees. Additionally, they view 

automation from a humanistic perspective, 

even favouring upskilling and 

redeployment initiatives over redundancy. 

These findings are consistent with a study 

that shows how socially conscious 

businesses prioritize long-term human 

capital retention and view staff members as 

long-term strategic assets over resource 

expenditure (Flammer, 2021). As a result, 

High-S companies deliberately rebuild their 

workforce paradigms using fair procedures, 

transparent communication, and equitable 

transition methods. 

 

Governance (G): Ensuring Accountable 

and Transparent AI Use 
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In order to minimize adverse restructuring 

results, the governance dimension is 

essential. When using AI, companies with 

strong governance systems place a high 

priority on accountability and transparency. 

The use of decision-making algorithms in 

HR procedures, including workforce 

planning, performance management, and 

job redesign, is influenced by these 

governance mechanisms. Kim and Park 

(2021) state that research demonstrates that 

robust governance structures promote 

justice in the restructuring decision-making 

process, lessen bias in algorithms, and 

guarantee ethical control during delicate 

transitions. Governance has a significant 

impact on how AI is used and how 

restructuring affects workers at different 

organisational levels. 

 

Perceptions of Change with AI and 

Employee Experience 

The reason behind this is that trust, 

Transparency and Perceived Procedural 

Fairness are measured by the 

trustworthiness of the project staff, the 

accountability of the project’s findings, and 

the acceptance of the procedures by the 

participants.<|human|>The rationale behind 

this is that Trust, Transparency and 

Perceived Procedural Fairness are gauged 

by the credibility of the project staffing, the 

responsibility of the project results and the 

acquiescence of the procedures by the 

participants. 

 

In high-ESG organisations, employees 

always note an increase in positive 

perceptions of AI-driven restructuring. The 

level of transparency, the clarity of the 

communication, and the fairness of the 

processes lead to trust in the decisions made 

by an organisation and minimizes the 

anxieties about automation. This is in line 

with the general literature on perceptions of 

fairness and justice determining employee 

acceptance of technological change (Kim 

and Park, 2021). 

 

The paper reveals that in case such 

decisions of restructuring are shared in an 

open manner, described by the aim, 

timeline, and resultant prospects, the 

employees are found to be more willing to 

re-skill and change. On the other hand, fear, 

resistance, and decreased organizational 

commitment advanced in opaque decision-

making of low-ESG firms. 

 

Psychological Security and Preparedness 

to Reskilling 

The stories of employees indicate that ESG-

based restructuring fosters psychological 

safety, which minimizes the threat of 

layoffs and motivates employees to learn on 

their own. Employees also believe that 

organizations consider them important 
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when they spend on reskilling, large-scale 

communication and career transitioning. 

These optimistic psychological reactions 

are in line with evidence that trust and 

perceived support increase employee 

willingness to use new technologies (ILO, 

2021). Therefore, ESG commitments not 

only shape restructuring practices but also 

significantly influence employee responses 

and long-term adaptation. 

 

A Striking Balance between AI-based 

Restructuring and Responsibility 

The Twofold Strains of Productivity and 

Social Responsibility 

The results are illustrative of a conflict 

between the efficiency-oriented rationality 

of automation and ethical considerations 

contained in the ESG promises. 

Restructuring based on AI is inherently 

associated with the saving of costs, 

optimisation of the workflow, and 

decreased reliance on human resources. 

Nevertheless, the ESG requirements are 

that organisations should focus on fairness, 

inclusivity, and the human-centeredness of 

decisions. 

Similar to WEF (2020), the research proves 

that this tension is driving firms into a thin 

line between being competitive and socially 

responsible. High-ESG organisations 

would like to overcome this tension through 

hybrid restructuring modes where 

efficiency is combined with employee 

development and roles aimed at the future 

skill needs. 

 

AI as a Structural Change Agent but not an 

Eliminator of Jobs 

One of the possible recurring themes in the 

findings is that AI is a driver of structural 

change rather than a workforce reduction 

mechanism. Organisations with high 

performance use AI to design redesigned 

roles, new digital roles, and cross-

functional hybrid roles. This fact confirms 

the claims of Acemoglu and Restrepo 

(2020) that automation and job creation 

coexist and depend on the organisation to 

respond strategically to technological 

opportunities. This work therefore, adds to 

the perspective that restructuring is 

complex and involves not only contraction 

but also re-definition of the workforce 

roles. 

 

Testable prepositions  

The rapid growth of artificial intelligence 

has changed the way businesses function in 

a big way. This has led to a lot of focus on 

how it affects reorganizing the workforce 

and developing employees. The nature of 

work is changing a lot as businesses use AI 

to boost productivity, simplify tasks, and 

make decisions more accurately. This 

change means not only automating some 

processes but also changing the way jobs 

are assigned and the abilities needed to do 
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them. At the same time, ESG requirements 

have become an important set of rules for 

using technology in a responsible and moral 

way. To make long-term plans for an 

organization that combine technical 

progress with social responsibility, it is 

important to understand how ESG 

commitments affect, protect, or lessen the 

effects of AI-driven workforce 

restructuring. 

 

Based on the thematic analysis of the 

qualitative data and the integration of 

existing literature, the following testable 

propositions are offered as a theory-

building outcome of this study. These 

propositions serve to synthesize the 

observed moderating effects of ESG on AI-

driven change and provide a framework for 

future quantitative validation. 

 

Table 1 – Testable propositions for the study 

Proposition 

No. 

Testable Proposition Justification (with APA 

Citation) 

P1 AI-driven automation is positively 

associated with the degree of workforce 

restructuring within organizations. 

AI transforms tasks, job roles, and 

labor allocation, leading to 

structural changes (Autor, 2015; 

Frey & Osborne, 2017). 

P2 The relationship between AI adoption 

and workforce restructuring is stronger 

in organisations pursuing cost-reduction 

strategies compared to augmentation-

oriented strategies. 

Strategic intent mediates 

automation outcomes, 

influencing whether AI 

substitutes or augments labour 

(Raisch & Krakowski, 2021). 

P3 Learning-oriented organisational 

cultures weaken the negative 

employment effects of AI-driven 

automation. 

Adaptive, development-focused 

cultures promote reskilling and 

smoother transitions during 

automation (Davenport & 

Ronanki, 2018). 

P4 ESG commitments moderate the 

relationship between AI-driven 

automation and workforce restructuring 

such that higher ESG commitment yields 

less disruptive outcomes. 

ESG acts as an ethical lens, 

shaping responsible technology 

adoption (Serafeim, 2020). 
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P5 The Social component of ESG reduces 

the likelihood of job displacement 

resulting from AI-driven workforce 

restructuring. 

Socially responsible firms 

emphasize upskilling, 

redeployment, and employee 

well-being (Flammer, 2021). 

P6 Organizations with strong governance 

practices demonstrate higher fairness 

and transparency in AI-driven 

restructuring processes. 

Governance enhances 

accountability and fairness in 

algorithmic and structural 

decisions (Kim & Park, 2021). 

P7 Employees perceive AI-driven changes 

more positively in organizations with 

high ESG performance. 

ESG-driven fairness and 

transparency increase trust and 

acceptance during technological 

change (ILO, 2021). 

P8 AI adoption is positively associated with 

the emergence of new skill requirements, 

offsetting direct displacement effects. 

AI leads to job redesign and skill 

transformation rather than pure 

elimination (Acemoglu & 

Restrepo, 2020). 

 

The amalgamation of AI-driven automation 

and workforce reorganization underscores 

the intricate transformations within 

contemporary enterprises, where technical 

efficiency frequently clashes with human 

and ethical considerations. Incorporating 

ESG concepts into the digital 

transformation process is crucial for 

attaining socially responsible outcomes. 

Effective ESG practices can bolster trust, 

promote employee development, and 

facilitate balanced restructuring, hence 

optimizing technology innovation and 

organizational resilience. The future of 

work must be influenced by both advanced 

technologies and values-driven governance 

that emphasizes performance and employee 

well-being. 

 

Conclusion  

This paper examines the complex 

relationship between AI-driven automation 

and workforce restructuring, highlighting 

that technological transformation is not 

merely an issue of operational efficiency 

but is also deeply intertwined with 

organisational values and sustainability 

commitments. It is indicated that, although 

AI changes the job functions and skills, the 

models of ESG-related organization have 

more responsible approaches to 

restructuring, emphasizing fairness, 
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openness, and long-term employee training 

(Zhang and Li, 2023). The moderating 

nature of ESG commitments highlights the 

need to incorporate an ethical element into 

the process of digital transformation to 

guarantee human-centred and socially 

sustainable results. 

 

The research also leaves a number of 

research opportunities in the future. To 

begin with, empirical confirmation by 

bigger quantitative samples has the ability 

to reinforce knowledge of the moderating 

impacts of ESG. Second, cross-industry or 

cross-national comparisons can help to 

identify the contextual differences in the 

impact of ESG on the adoption of AI. Third, 

the future study can include the 

psychological reactions of employees, 

including trust, perception of fairness and 

willingness to be reskilled to examine the 

micro-level effects of AI and ESG 

integration. As AI keeps developing, the 

research of responsible automation 

frameworks will be necessary to build 

resilient, equitable, and future-ready 

working environments. 
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